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AIR WAR COLLEGE RESEARCH REPORT ABSTRACTr

TITLE: Leadership: The Missing Link.- in Maintenance
Officer Development

AUTHOR: Douglas D. Stormo., Lieutenant Colonel, USAF

". brief review of the evolution o-f aircraft

mai ntenance C:oup led with the comments of some senior l eaders

and junior aircraft/munitions maintenance officers

highlighting a persistent concern for improved maintenance

officer development. 'The natu~re of the problem is diSCrssed

with an explanation of some of the current +actors

contributing to the perceived inadequacy Of Career

deJLvelopment training. Mentor responsibilities are

highlighted in a composite review of recent stutdies and

leadership/management publications. The recommended

sol uti on to the present training shortcominrgs i nvol veI' an,

active senior maintenance officer mentor/coach relAtionszhip

w'ith assigned junior officers. A1 rerc-wed ffoart j;r1~'

for with emphasis on trans+fer-r-LnIg mentor experience aionqc

with dynamic leadership and mai ntenance meraL4emcrnt

principles.
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CHAPTER I

INTRODUCTION

The need for maintenance officer training has been a

consistent area of concern 'throughout "the evolution of

airpower. Formation of the Aeronautical Division of the

United States Army Signal Corps on I August 1907 probably

marked the conceptual beginning point. The Wright brothers

and their peers during the early days of aircraft

development were in many ways the ideal maintenance o-,- icer

model. They designed, built, flew, modified, repaired and

sustained the aircraft of their era. Obviously, there was a

very close relationship between mechanic and pilot when

aircraft were simple in design and equipped with only basic

necessities for short flights. As aircraft became more

complex, both pilot and mechanic became specialized. Lt

Benjamin D. Foulois wrote the first regulation concerning

airplane maintenance :i.r, 1911. History liits Lt. FOloIS, F.

D. Milling and H. H. Arnold as the forerunners of today s

aircraft maintenance o-ficer career field--of course their

primary du:ly was flying. (27:5-8)

It is interesting to note that in some ways whave_,

come full circle in the past 78 years. In August I'45, 1:-re

Army published a regulation 65--i called Combat Ma, intenance

Procedures which had a familiar sound to the recent 3CL1cal

Air Forces maintenance thrust. The first decade ,oj iSAF



history reflected a period where each major command

developed its own maintenance philosophy and proedures. in

1956, the first AFM 66-1 was published which provided for a

centralized maintenance management system for all commands.

By 1966, Tactical Air Command opted for a more decentralized

system which aligned maintenance more with its supported

operations squadron. However-, by 1972, all commands were

back under centralized AFM 66-1 maintenance because uf

tra:Lning problems encountered in supporting two differen IL

concepts and perceived cost benefits to be gained :under

centralization. It soon became apparent that centr-alized

maintenance did not provide the flexibility and greaLer

producti vi ty experienced under decentralized operations t,,

tactical fighter units. Therefore, in 1977 the Air Staf-F

allowed each major command to develop its own maintenarce

concept which brings us to where we were in the beginninrg.

For those interested in more detail concerning the history

of Ai rcraft Maintenance, I highly recommend reading Captaiin

(now Lt Col) James N. Townsend's Air Command and Staff

College report. (27)

The evolution of aircraft maintenance philos, phy has

been accompanied by great technological advancement in

aircraft, support equipment and test and diagnostic

equi pment. Likewise, the training required and provi d"-- k

nai ntai n anJ manage an increasi ngly comple. mi ,,+ o e:eapor,

sysLems has undergone a blend of turmOil and chanqo. E.3.r I
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maintenance officers were primarily pilots and engineers who

fully understood the machines they were supporting. The

complexity of today's weapon systems is beyond such i-depth

understanding and requires generalist leadership arid

management of a mixture of specialists who are ei;:rts

their particular system components and may be fami-I.-Ar w !!

the operation of assoc i ated sysitems.

The range of potential assignments fu'rther d .

the e.per. i(se of individual maintenance officers. F,.tr-_.

three CONUS assignments, there is one overeas ass-gr._-

(most of which are fighter aircraft jobs) . Ro-.:tiH.-.

of-ficers to -fill long and short tour o-erseas ponii-,ns !..v

necessity- keeps officers moving from one command to *" e-

and from one type of aircraft to another during their

careers. For example, during my 19 year career I h

direct experience on 12 different aircraft with indiv-;ct

e'perience on 8 more. Thlref ore, mAintn-.Ance 7f ± :ors m.,-

be very familiar with the technical aspects of hasic sst,'m

which are common to all aircraft so they can qiir-:iy

specialize" on the unique systems and missi ons 1-hev

encounter frrom one assignment to anothor.

Formal schooling can do a respectable Lob In

providing general technical training and educat,--,n n

princip1 .es of management and leadership essenti l. if 1 +--.nc

term success. However, the uniqufe tr-aining -qtiirr,,-hk

germarie to each ma or command, as wel I is thn rv pr.t-,-,ni-ri 7-c
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as one'. movezs +from base to base and aircra-Ft tn arr-ri- i can

best be handi ed At Un1 it 1. evelI jud g ing + rorm our hi sri cal

pattern of chanqe. Each Major Air Command rerently .'

developt7d training progra~ms for maintenance of-Ficers which

re-fleCt Unit mission orientation or in modern man&kQei7"c'rt

*7?Or .il .IA r "the way we J c, th ings around herro. " F'..,r K o+f -L

4raininci involves cp e c i+ic wea pon S YS te2( tPc h n ical t r j. n.'n-;

u~ch is t-,Auqht- b ~ ii t :7x pue r-Ls (:r Fielid Trc,inii r

Detachments. The balance covers polciie sFO''u :',LiLt

orient.ation a nd operational mission +,Ai L i.7r za.ti on.

NDutrncmi the l ast ton yea? rs, seni orI ar.h7v

struggled iand experimented with thE.: di. 1emma of '>mu t

prepare and train maintenance officers for the challnq, o-f

toaday vs peacetime training environment and the unikncown;~ th.J.L

will inevitablY con-Front them~ during the netconF.ict ;.r

wkr Wcr< hu:4ve Lknoni +-ive ne8w ai rcr-tf 12. s o 2

(F-15, F-16, (A-IC, KC-10 and 2-1) -For which we have lic

combat ex. perience to relatce to when the nez-ed e.so

e-erci ses that we put unitlls through on) a reC' rrirnig ba-- ar

MU.ch in3r e roal is!txc :Aid inLutanse Lhan in Lhe past .- hi c-

peaceti me senaric, can equate to the realm of war. Thur 2

no 5iinul aL-ud subst i tul.:e + or personal experi enice undaf -Fir.

o'hen ar r.:fKcomre back with reAl ha Jt 1e dlar'age (.trid

don -it come b a-c" -,n i iIhe Ujr n -Ar-uridcnf a1 io may ,

N N



oipposingj for-es. Certainly we pre-der to avoi d Lucl a

si tutti on, but on the other hand our Ultimate rc-cipon.o) iJ 1

is to be prepared to Light and win if peaceful diplufmAtic

efforts fail to preserve our freedom.

The purpose of this paper is to presenL a pl,uslble

solution to the training dilemma. One that will .oimeht. .A

transfer- the seasoned wisdom of (jL'r present combat

experienced sen. or reai nterance of-f i cers to our "Ourlg

Maintenance warriors who will be in key Ied rship pu3. 7.

during future conflicts. What follows may not be

revolutionary, bLLt my research led me to the conlusif .ii tl-r

the answer must somehow lie within the er vironmenf o- .

qreat debate of leadership versus manacment tht.

confounded academicians and influential people, b.rth

military and civilian, for most of 'this century.

0,

.1 '"4 f r t " " ." ,. . " ." € , ' o . " ." . " - . " . , " ,r . - -. % ,. t



CH~iFTEF I

THE NATURE OF THE RLE

Somie fv E years ago, I responded to the ;-z-]1 -fr

help while attonding Air Command and Ste-ff Colleti- :kndl

researched the adequacy of: the techni cal trainfi nq ccri krses

providedz tho.-ugh Air Training Command f11or cfircra-Ft and

Mu..nition=, Mai ntenance Of-Ficers. M-y report, "Mainten::nce

Off ' rer Tec-rhni ccl Trat ntnq - A Ti me for Che_7nq,rr-rmole

addition o+ someR munitions courses to the basic aircrait

mainotenance COUrse. A~s e more 1long term improvement,

s~qq -td coso -Adt i on of- the basic mainFtenance ..nd

min Un ii o 005 c our ses with the prv si on that special 2. -cd4

-fol low-on cou;-tr se s woul d be developed -for those otcr

,el ected o fill positions where .uni que oeiperti so a-,nd

ILrinw E-dqe were reqti red. Subsequent to my study,/, the U'

OccuatinalMeas1Jrement1 Cente-r -found thzAt dL±oen' n

pcr , eer -med b LVircref t xia.itai.ner-, in !ir ' I d

Uit-o-e performed by ci- rcreft m,7i ntai ners in AFR bvr

rieglic,iblk-," which was i~nterpreted es utfcin

cet nea t ig tatrigproo-rem-u to support r7urprn--

A~t th is poi nt , no Act i on has bpen tLek :Pen ho.licmant

the e pa7ra t e b as ,ic CoursI:;e s i n t av or of rone co , n 1 !

bore i..t. I st..biit that my 7,urq qes7t ior -,ti ll Warr ~

rioisi. derat i. on. When oe.t. c-D r'u i no mi t. 1 c, n -i - tn-
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maintenance officer authorizations in the Qrade of

li eutenant and captain, there is a one-to-one relationship

between the Tactical Air Forces and all other major command

authorizations. In other words, there is one AFR 66-5

position -for every AFR 66--i authorization. This fact,

coupled with the 25 percert proportion of overseas

maintenance officer assignments, provides some logic to the

need f.or initial basic training in both aircralt and

munitions maintenance. The chances are very high that one

will be e-'posed to both before he or she has the opport:nit:

to return to Chanute AFB or Lowry AFB -for additional

cross--training or specialized traininq. In 1930,

approximately 25 percent of munitions officers and 17

percent of aircraft maintenance officers indicated they were

assigned duties in the opposite career field whil. junio-

officers. Less than five percent of non-fiqhter respondent=

indic.ated cross utilization. (I: 52-54)

Regardless of what specific subjects are ta--ucht.

during the basic courses, the technical schools can on

provide effective academic training in areas commor, to tc

iriajori LiLy of Air Force assignments. Hands on aL rCr'+ L

practical expertise and Ileadership/manaqement expv e ni,

onlv be acquired on-the-job. 1his paper addresses what

mi qht be called continuatL. on trainino from the perspe:-1:.

of the r'ecip ient. In other words. the continuJous troa -4i,,rl

It Et eacich of + i cer shou L d recei ve frorri the moment h-e rr .i

-V. -



at his tirst operational assignment Ltntill he completes hi.-

farewell address to the troops d~iri ng his or her reti.r rcent

ceremony. I+ one broadens-, his perspective and places

conti1nuat ion trainfing under the broader category of+

leadership development, it is easier to ViSutalize an oriclmig

process that ha-.s no and in a dynamic envi ronment such is

-- Frra-t maint-enance.

P-eearch done by Captains Fl anicIa7n a-lnd Li ttlc 4o +r-ink.J

no stA -1-.ti cal signi ficance,- to the hypothesi s ta ~:
proper preparatio--n to assume the du~ties o+ a-7n arr

nai n~naice tt i cer wa-I rel ated to comp.An-y grade o- ~

I'turnover. Howevi:r, weea vri te-i n comment-S re+;nir--rnd

di ssati-if actiron With ;prviori nvol veme-ni- .;nd -hica

competence. The composite company grade maintEnance

officer, a-ccording to their stutdy. sees the ideal supr-iSorr

aEs "hardwor :ing, technically, qualified, sutpport-.-ve~ 0±)

at.Acr'i ntesdecision'; , and posaess, nq ed~'hpql

:knd Dbility , to deal with peoplek.' (21-1) n earlier

StUdy donre hy Major D-A,.id Reed +fou-nd tr Aininq tn 17h77 the

third iniost important fa((-cr influencinq pr-rformancen c-,,

main[ -cnRice offirers fil owing re cit o f !.ev nr~n

and '" ntroduct i. on o-f change,"' respecti clv. Hrc 7d.~; ot

s t ro()n n egat1i 'r7 r- ?71p o ns e,: re It A - to '.'s P - I I I I Ip r i 4 zt (7on

t e c hi c a IL tr 4i n inn f+r om J k-tni o r o t+f c Pr s w i t h e ! ldI qr-

jf i r.rs- i ndi ca:t ing le 7ss neqAt i isin .s t he, rndih

wi th br oader rc-s7pt-nsi hi it .1 'k24: 21 ,98) When cnrnn,7r.'1 t7,



later studies, it appears that the technical traininf

problem has been adequately resolved but something is still,

missing from the unit level perspective.

Much of the dialogue concernini deficiencies in thjn

capability and performance of maintenance officers

documented in Inspector General reports, research report-,

TIG Brief rtcevariouAS logistics puhtlirations, Iclte-rs

between senior commanders, and staff age ncie:s, coknteFronrre

minfutes, etc., is very simila=-r to the dial orque.. cnimon ±c -h

myriad of articles and books on leadership and management.

The general theme common to both areas of study,. is that we?

'lave gone throu..gh the e.ra of scientific 'prmnai~ ih

heavy emphasis on management principles and control-,

eventually arriving at the conclusion that it is people w-ho

make the difference between success and failure . C UrFrn i

best seller boolks seem to be focusing on what mai:C."s th~-

win1ners Sut-cessful over the long haul wi th the coimni- an-;w.rr

relating to basic principles of leadership and hou-, i-h;e

leaders rel--Ate to their followers..



CHAP'TER III

TODAY'S MENTORS PRODUCE TOMORROW'S LEA~DERS

Dr. Richard I. Lester SUmmed up the crirent sz;-ttus

of the I ea;dr ship Ver SLIS management debate when he commnen td

or the' iriterch.-ngeabilit,' of the words management and

1 ea-der-Lh p '- tLwc recent- best -sell ers "The One Minute

Manager" on.rd "Ftti-i nkj the Ore11 Mi nuLte Manager to Worlk"-

One-mi nute mainagement. chall1eng~es people to (let 0L.0
their owri wa y . . . . The concept holds that people m: s!

v$ have the daring to accept themnselvyes as a bUnldiE ( of
possibilities and undertake the process o-f making the

*most of their bet. Wise managers. . . are.aw 1
willinq to share, ro(w, and develop . . . seek
constructivE- change . . . challenqie our mnaturity :and
promote personal and pro-fessional development. .T

ap plIy ing thi-; idea, the maRnager gi .'es littla r' -

provides optioncs, a nd alwavs stresses the need cii! a
personnel to :eep growing in c~oncentric cirles soth,:t
there IS a systemic mul'tiplier e-ffect on whomever tlhe
contact. (l3: 1.t-7)

It is interesting that the third title oAf the

o.ne-mrinute manage-r seriecs Is 'Leadership and the O~-i ~h

0anager'. ou -;ioIsy th e imTp or t--n ce a+t e E4d ers h p is

emphasized and some of the high lights follow:

Whcen VOnt th in k [ of an organ i -at ional1.] pyra-=.,, he
assl-mpt ion is that reveryone worlt:s for thr? person 'aho.V7

the m on the organizational ladder ... I prof+-r t-o

tuIrn the pyr~mi d Ll5i do? do.wn so tha~t the top mn~q:'
ar e on the bottom. .. there is, a- slibtI 1e * hiit pr-n'r fyi11

twist in who is' respoinsible-- and who shoi-ld bo r -0spci
to whom . . . . Competence is a function of [;nw',em-
arid skills, which ca~n be gained from edurcaiton
training, and/or ex~perience . . . . Leade1;rs -'o
what the-: p:eo-ple; thcry super 'i se a do for Io'Y
a:t thre prese:nt moment. (8:17,4? =knd 6c?~)
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The idea is repetitious of many management and

leadership theories but the bottcwm line recommendatirin on

how to be successful is get back to basics. One-on-one

personal interaction and communication with renewed emphasi;

on coaching subordinates until they are capable and

confident enough to emulate the values and philosophy 04

senior leadership is the common theme of current books.

Realizing that no two people are identical, the leader muvL

be flexible and adapt his approach to the personality and

development level of the subordinate. In military

Situations debates" are usually decided in Lavor of 1.e_,

boss, but there would be fewer confrontation si LuaLi;-;s "Lt

supervisors did a better job of sharing their valu,_.nd

experiences with their people.

As Henry Kissinger said: "The task of the leader j,

to get his people from where they are to where they nave

beer,. (':282). . L, This. is particularl, rel-vaTnt For i.,

Voun g maintenance officers. Deputy Commanders for

Maintenance and Squadron Commanders should devote at -

25 percent of their wandering around leadersh p/ia-,on1n

time to their developing maintenance offcer z-- r~nh-

their feel for the business of airrrAfh maiTten, nrr. TI;?

amount of time spent in the shop-., and on i-h, -1iqtl~nr

vari es from one ilor 1nader to 1- hil t -nM ,-

maintenance off icers need and dn er.,e the fir7!- qUar. ,-r 0;:-

P. iis i nval jabl. le0der';h p crommoil , rcmmri Jsi F. h'i , ,v

%I %I



rhow few hours per month. Admiral LumwAlt e plained hii-.

philosophy on maximnizing productiVitY when he said:

What 1 -tried hardest to do was enSu~re every ot tce and
man on ship not only knew what we were about, not *nn
why we were doing each tactical evolution, hC.)Veer*r

onerous, but also mana:ged to understm-nd enouLCd hu ~bU
it all fitted together that hie could be'qiii to *-ie
some o+ the fun and chailenqe tht thojse C0±. usi In thu-
top slots were havinq. ~2 T.: 2, 7 11

Ir. many cases seni or leaders ten-d to del e~icte Volo ;uIh

Iheir mentor resporis-ibi Ii to t-heir Sa -adi~d1e2

tp~ri st s ssuingthit *_he Lr L~hi IJsoph, dp rs

a-:oectati±ons based upon tiiei r e, p r , -n c r % w 1 1 TIEnr-1o. bUc

asi n.i t ed d o wn th1 1e 1lineo.

i)ne re-_sori t or 1:1 u 1-. sc a

ki n ten~t i c.e Ie adekr 'i I c): , r h i r e.. p er- wn -t ? Th ib I

subordinate officers mr~ht be their o-wn uI.: o-f hands O

ei'peri ence. The t98(- Ojccupati onal Sur-vev Report -h-ow:_d

percent o± 2(14 responding ma intenance SqUadron COMi~a-iiders

and c erc erit uf the 50O DeplI Ci- Fmm-nder + or Ma i rn1I_ n-Anr-

respondents were rated officers. These two posit ion-s u

uriani moi..stv i dtenti + ed as the most intfl1uenti al and

9 ~prestigJious job';- for a maintenance officer, vret e4(trec-n

the ratc-d off ice-rs) had very,, limited mriAtntenan':E r:ur

znd mai ntenarice manaiiement training. .1n- fact, 2~4 0,1-1,1

respondents had niot attended any mai ntenance course. 'It

ver -r dl filt t to perform the role of inentor or- co~ ~ri

one Ls learning the ropes himself. (1 -17 28 1l .4



Another area that may somewhat inhibit a dynamic

mentor environment is the ratio o+ prior enlisted ser.v::ce

officers in the present maintenance officer populatiLon.

Fifty percent of assigned Lieuteniants and Captains h-a-ve

prior service with 7-1 percent of the total population havingi

more than eight Years prior service. kl7: _.5) By t-he Lime

they are promoted to Major.* over one-hal + ot our e>f per ieiict d

middle leadership will be eligible for retirement. I %A _,L

ep erience shows 50 percent of prior enl isted of+ icer i

retire as soon as they reach 10__ years commisosi oned ser Lre.

(17:4- _ In January- 198. there were 61"4 mfainten-4ncec

otfiCers with aver 08 years enlisted erieand J Wf

ormre.eascommissioned service.* 1 ThIs is

dramatic indication of how fragile our exfperierice baa e i, iin

trerms of projected longevity. In some ways prior eti~w1-d

service compliments the experience equtio(n -+rom the

terhni cAl perspectivye. However, several suie~' *:c

articles indicate some prior service officers h..ve

difficltyl., mal.:ing -the transition from NCO to Offir -r- andi

speci al ist toi general manaler/leader. In fly ie~per. .enco.

+0ound ahout 'J( perc:ent of prior enl1is[ Led u+f+i cer-T,

encountered some transition problems. Th i s, trar isi i .i

dilemme. merrel v provides another challenige r-or uv

iientcirs becAuse they must provide tl1e !i blIe Lrw ai I flQ Lrw

to match a wide variety o + Lrainfee perso-ns iit:?: es ;(

bad grunds. Tuday s mnaj rtenani.e +1 ... ,dtl
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-+ Iillhtl ine environMent provideQ a dynamic 1 aboratory + or

leadership and management practitil~ners.

Approx-imately *78 percent of aircraft mai ntenance and

68 percent c-F munitions officers perceive their prior

training to be usefUl in jobs at or below winq level.

d1 ,5i.-1T The lower rate +or munitions obirrcrn ,

related to their hi gher u-t ii t zAtl n in aircraft intae

jobs wi thout the tenefit o+ associ ated tcn a nn~e

tr a In i n&.q Yet, 'The E;,cept ionlal Relealse' Mi"eac

OffLi,-er- Association (Mlo bimonthly,, newsletter) +rowquc'ntl.

contains articles by junior maintenance o+ficer--% who ;,, of:

N satisfied i Lh the-ir 1.~ l rn~rto to, h.;rdle 1-he

chat I.eriges 0+f our present mai ntenance r'~nvi r(m-nmen;'.. Ti in-

concensus of the junior officer panel at the 1?95 MOA

convention was:

Se4-nior maintena. nce officer:: are not providing "he
direction, guidance. inentorship, and/or training 1-hW4

1 n r f Fi cers . .: .-r .i .... str n nEc:d -+ i.:r
commanders- and mai nLena:nrt, super-vis~ors to rW:a 1 i -r

their jL1111riiO fC31- .f-ic.. want to be part ot, thu
tearn. . .need to know what 'old heads" want (or rc-;p

need mnore on-the- job training by e*Xperieri,-Ld
naintLnance o.fficers .. no one ever expliied LhU-
rule -s of enqgagernent .. . biggest problem was :c ±
tutoring in corpor-Ate olt Force and unit concerns
--I6-7

The member s cAf MOA make up 25 percent o~c the total

malin ten-Ance- of. cj.er- popula L-i on so they provide 4 eso ~

cro-ss suc i on of their pucls Their comrmertas .mpf. thL(I

Sometht nLj is mi ssinq in t-,. tr.Ai ni ng equrLi on whii A; I .uhfn i
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is simply the mentor/coach element of good old fazhiuoied

l eadersh ip.

DUring the March 1984 MOA convention, Lt Gen IMarqUe.-

(HO IJSA~F/LE) said:

We need more maintenance leaders and maintenance
managers, not more technicians. We know when the
equipment is broken and we know how to fix~ it. What wc
need to en5Ure is that we have mai nten.anco I eader7 wno
can effect weapon system fin..es through equipping.
trai nin I- and sustaining their- techni cian forces. '71 .I:C

-rig 3ir 1 llis (AT C/LG) enCOUr a ed m a intai ners to bercomc:

st uden ts of history in his convention address entitiled "No

One Does the Hard Things 1-nymore."

L t Gen 7:Iel icy (Vice Commander qHO TAC) in :: 1 ct-.t

to Lt Gen Marquez di.Ated 28Nov 04 said:

Twelve of our DCI~s, or fifty percent, have aperation,:;l
backgrounds; three-quarters of these have less than fo-,)ur-
years of maintenance experience. I am (:oncern(e-d thAthSc
are not getting the tal ent commensurate with the demands
and Thai lenges reqUired of one of our most roesponsib1 ale
senior officer positions. I believe a DCM tour is, Ac;
iimporta-nt in the devel1opment of our seni or mai nten,-)nc; ._
ot +.?r , command of a wi ng is on theoe~to.
S.i d r'. 1C): )

The need for more ex per ienced /better trnined

nai ntenance of cers is well documented and kc-+y manag'qr-s :rf7

avware of the potenti 1 al exper i encrne x odus ji a rtr~n

a'~OC .~edwith the~ present manning mi. - The seni or 1~d

are aware of the problem and are working hard to 1iprc.ver tnoe

mraintenancr:e le Adership environment. Much has hbeen do7ne in

recent /ers and few mai ntAi ners can saky their- lot is not

bk--Jrtcr Itodciy I- han i t was fiye Fo ten PeArs -Ago. The t i m

1.5
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has come to dUSt Off y ok.r l ibrary of leadership and

management book-:s or Visit 'Your base library to rekindle your

leadership spirit. Several recent books have some

re~reshing views on the Subject of leadership which seems r

he the missing pillar necessary to build the ultimate

maintenance officer.

Margaret Higginson and Thomas LUCk, in_ th._ Ir tUCA-

"The A~mb itious Women 's Guide to a Sutccessf$ul La~reer , d±i

coachinq as the discussions between ma-naqer and sUbo~r;.J1!1_ !.

that contri bute to the development and improved

e-t tect i veness of the subordinate. They go on i_;_ -=J

I-o~- inqLc~ ( one o± the most i mportant~ +Unc~Li o~or-f

bot is als;o one o+ the m7-ost neglected a-ii~~T~

negl ect can rel ate to m-any understandable reasorns dependi nc

on the perspective of -the coach and hi s/her posi ti on in h=

orqanization. SUCCGeSSfLl coaching may result: in lolss o Lop

:_L:_bordinates Lotoher sections, oir a peer with1 s

e'periance gaining from your advice and risirig a-bo,,;e yu

,!ou~ could lose your present job because You ~<C ~ i- A

mentor fOr Your successor. A~ fear of opening 1_p L

s'.. bordinrates may st ymy e-ffective (_oa:.chinq * but: *&.ae

hA-:- the best interest of their organiz:at ion in m LndmuL

rise above such fea-rs to reap the full protentii l of hu

with less experi ence and 1limit~ed corporate roIs'j.
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In "A Passion For E'..cellence" c-oa:hing is def ine,_ -

"face-to--face leadership that pulls together peopl, with

diverse backgrounds, talents, experiences and interests.

It is that ongoing interaction bE ween leader and toi o1,;--

that encoLrages the follower to accept added responsih.i1 it

and strive for continued self improvement while

simultaneously becoming a more productive contribitor it, tl-=

mission of their organization. Tom Peters and nklrQ ,

cite five vital aspects of coaching: .isibi].itv, listennri,

limit setting, value shaping and skill stretching. he,>

provide some useful insight into the coaching arri-.:

Coaching. . is the process that enables ,'thr i ..
is counting an people to use thei.r own spec

ski llS. . . is a f+Ull time endeavor. . . is t.uuLh mk'de
and demanding. . . is how things work around here.
is remembering that in many cases e-perience is still
the best teacher. . . is creating winners who can
participate as full partners. . . is being the -
stability during the darkest hour. is onqoing
unobtrusive leadership. . . is not a simple r.Lbfi,_-.
Done-well, it Is -the best a leader caii give.
(4 :_ 24 - -, 7 7 )

Craig Hickman and Michael Si1 lva address the r::le ,

the mentor in their book "Creating E%,cellence." Their Lhm:

is Darticularly significant for military orqari:zat ior,

"Great organizations owe their greatness to a tew

individuals who mastered leadership skills and passd L'.

s:i . 1s on to their successor generations. - he' als'o r-mn ,d

us that:

Indi viduals, not organizations , cr e e ,;e ] ,_.ce.
those with un ique skills IEad th1r-_s a I ,r the UI t
ex.'-el 1 ence. . . the SUccetistLsJ. mentor makes sLU-i- he
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p,-asses his gi tt +or strategly and flair -For bUilding a
stronq corpor ate CUl ture= On to f uture l eaders .. . t h c
chAl 1 E-Cqe 1 s to become both vi sionary and real i sLt
sensi ci ye and Jmniinq *, innovative and practi cal ...
devel op a sense- of -rthUSI asm to be on the 1 eadi n' edcje.

Thev identi fy vSL essential skills that dynami c -fu'ture

manaclers Must Ilearn: creative insiqht, sensitivit-)', visiIIJ-n,

-:ktility, focus And pa tience. In ou! cae .. rolda

s5e,,; 9 t th ,vi r tu e -- c o ur ge t o start w ha t o ne mT5. ;i-ot I ron

to fruition because of Ou r tri-si ent nature. ,

[-he recognitLion n+ -w need tor I ea- dershi.p dv'Iomn

is not restricoted to poputlar "best seller" authors. who-r.

prim-rarii l'-,/ cn the indJustria--l setrfor the- eac

bioosr. The new~ i-ur F o-rce (.ombat (3uppo1 -t Dctr nr i. 11

c on ta in sorme sal;J.ien t pai n t s.

A well trained and tested aerospace force is better
able to endure in combat. The Maturation proce7- ta
the military resources from the acquision1 prOces and
prepares them, for combat as part of .An aerosp;rr. 4c-~
or +orce. For people, Maturation is an onaoing
that stretches over entire Air Force careers. T',-,
prorress i s meant to inst Il the will I--I-he warf 1chi- 'r-r-
spirit-as well as the skrill1s ofa ario *c
trAined, educated, and indoctrinated to- lea-,d and *.i

at the 'miit, theater, and global levels.-
*In the most difficult of all human

endeavors-prepar ing for and 7,nga.=qinq in wr- d i
of+fers3 the path to victory. HAe rroi.c hb)a-ttle? fi i
leadership has been the ha .ll -r mrkof A~MIFr,rir
torces. Biut, in an age Ofl nucl ear wr?-4pnn hI
mnob il1r and 1.ethl con i : i onl 1o11.1*tii1
ex~ercised in preparing eroacpace forcesT Fnr wiIT-7

provuc to bT d'eci a .,e. Pr.ace t i me or (Irn1. z L o n
reminA-n dynamic and via:ble througqh person.l
group,: are less capable of managing r.n
chAngo eas group acti on dema..nds rer'
risl: tAk:ing. Thus, the imaqkrinatton aknd :
the i ri eidUal leader crbri rq . i on LID Arl
orijan i.-a t ior cand rt v.Lopeopl 1 to .~cm
e.-Vfr :,- dinrar y deeds. (9 1, 7)
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Both t. ho2 prob 1 eml A.rid the pr* en 1 i so-l ui t - c.r -,r

.L 11 us].Y 1 ve . i i tLWE bGCa.Use both h i riqe oni t he tyi Li __POO:

posi tive Ileader ship whi ch- in+fIUences idi vi duLktI

pi:r sona I it i es anid att.i tUdeS. -rh-e -_Ademi c world h~.

rePcentl v :cck=ptpd the !irocpo-si Cti on -that I eadershi~

MI_4reeflneft - -1c Lo 'As OPQIosi t e as bI k .--And v~i

,,;I I mr s tha~t At- 0003lm~ sten t: 1 j pre-cot erl F!r ever

ei,--enLi al need -Lor a poa;i Li ~i menlor 'cos: hrl

e'-h anc tfh.e =Sur- vi _:1 r- r4te s nd dvit1u ,, nur 4-lr- fq +

-;sjrid vounQ frn,:.J Fitenrice Cr o r~. L.~br

t~ i ot idsi-=; or- how to0 b'~- cest1ImK'~~<-

tine to turn the words into actiron.



CHAFTER 1V

CTONCLU S O4N

Has the 1.eader the r1ght to mold -nd ohap-.
is .linQ, e>,erience. and wisdom it -ot toi =rh een
f,-m those who are younqer ? i31- what wsL i= 2i F.

t- teA. c h others to ,-vo id t'0 The leader- r- f: , ,, -
the r-iqhl:; if+ he is a leader-, he has the o -g ii . . r-;

-- Har-rv Ievinson, * "The E:w,_:eptional E.'ect1..e" '4- '

General Gabriel places the responsibtilit - l r

n4- f F }rI' -" eadersh.t p or e erone * not lust 7,i _ or +

;nd NCO 's. He chal I enges Air Forre personnel t _n crn_ r t he

special responsibil l ty of developing the Iladers who :- :i1

r s into the 21st CentLry remembering that the r-e-,

-itrenqth o --he Air Force is our people. t1 4:2

U- 1+11+ill this ch alIenqe, we ,nust r-emove the

shackles that have somehow prevented us from exerr-ising the

+u]l ranqe of our leadership potential especially in the

area of coaching those with less leadership experience and

T ai rntenaFn= man aqement know how. There are a molEt) ttIde of

reference sources on the art of leadership and scienre of

management, but as you reach out in search of the perfect

role model or gurLu, make sure you grab hold onf something

that matches yoL.r style. There are no guarantees but the

option of not stepping up to the challenqe has a mitrh

gloomier future than the option of giving it your best

effort.

Robert Heller in his book "The Supermanaoers" sa~s

"i-hinqo h.'.ve to he made to happen in the way you 1-ant 1-hem

2C)
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to. Without management, without the intervent ion of

organized willpower, the desired result simply cannot be

obtained." (15:386-389) Today's experienced leaders cz.n

and must play a positive and active mentor/coach role in the

training and leadership/management development of tomorrow s

supermanagers. Most of today's "old heads" may not be on

the fliqhtline when tomorrow's maintenance officers qr

their f.rst taste of combat. What we share with them toda

may very well determine the success of their pertlormanco

when they are put to the ultimate tests. The immediate

return on your investment of time, effort and patience will

be increased productivity in your unit with the gradual

realization that they are doing more and you are doing

less--or at least you have more time to do the thinqs you

always wanted to do but never had the time.

Being a dynamic leader and successful manager is n_

easy to define nor easy to do--but no job worth doinao is

easy. As a mentor, you will have ample opportunity to T-le

an indelible mark on the future of aircraft maintenarc-.

Take some time to smell the roses, dust of:f a few war

stories and share your experience as a legacy to 3i wal nt

profession. Help build a team of hard charging hiqhly

polished maintenance officers who are ready, willing Mird

able to do the hard things today and in the future.

1
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