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AIR WAR COLLEGE RESEARCH REFORT ABSTRACT

TITLE: Leadership: The Missing Link in Maintenance
Officer Development

AUTHOR: Douglas D. Stormo, Lieutenant Colonel, USAF

v A brief review of the evolution of aircratt
maintenance coupled with the comments of some senior leadsrs
and junior aircraft/munitions maintenance officers
highlighting a persistent concern {for improved maintenanca
ofticer development. The nature of the problem is dizcussed
with an explanation of some of the current tactors
contributing to the perceived l1nadequacy ot careser
development training. Mentor responsibilities are
highlighted in & composite review of recent studies andg
l2adership/management publications. The recommended
solution to the present training shortcomings i1nvolves an
active senior maintenance officer mentor/coach relationsihige
with assigned junior officers. A orenewed s++ort o ocal led
for with emphasis on transfervring mentor experience along
with dynamic leadership and maintenance management

principles.
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BIOGRAFHICAL SHETCH

Lieutenant Colonel Douglas D. Stormo (M.S5., Hir

f& Force Institute of Technology--School of Systems and

5 Logistics) entered the Air Force as an Aircraft Maintenance
tyy D¥ficer in 1967. With the exception of a career broadening
o assignment in Froduction Management at Defense Contract

KX Administration Services Region--Chicago, he has devoted his
Y entire career to aircraft maintenance. He has served in AL¢
AN Defense Command, Alaskan Air Command and Facific &ir Forres
in a variety of positions including Squadron Commander snd
W Chief of Maintenance. His Frofessional Military Education
includes Squadron Officers School by corirespondencs and Al
& Command and Staff College in residence. His technical

"y logistics training includes the basic Aircratt Maintenance
' Officer Couwrse, Maintenance Staftf Qfficer Course, Advancead
) Froduction Management Course and Defense Frocurement
Management Course. Lisutenant Colonel Stormo is & graduate

NI of the Air War College, class of 1986.
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CHAFTER 1
INTRODUCTTON
The need for maintenance officer training has heen a

consistent area of concern throughout the evolution of
airpower. Formation of the Aeronautical Division of the
United States Army Signal Corps on 1 August 1907 praobsbly
marked the conceptual beginming point. The Wright brothers
and their pesrs during the early days of aircraftt
development were in many ways the ideal mailintenance officer
model. They designed, built, flew, modified, repeired and
sustained the aircraftt of their era. Obviously, there was a
vary 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 requlation concerning
airplane maintenance wr 19711, History laists Lt. Foulors, T.
D. Milling and H. H. Arnold as the forerunners of today s
aircraft maintenance officer career field-—of course Lhelr

primary duty was flying. (27 :5-3)

i

It 1is 1nteresting to note that in some ways we have
come full circle in the past 78 years. In August 124%, ke
Army published a regulation 6%-1 called Combat Mauntenance

Frocedures which had a familiar sournd to the recent Taclical

Alr Forces maintenance thrust. The first decade o+ LISAF
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history reflected a period where each major command
developed its own maintenance philosophy and procedures. Iri
19536, the first AFM 66-1 was published which provided for a
centralized maintenance management system for all commands.
By 1964, Tactical Air Command opted for a more decentralized
system which aligned maintenance more with its supported

cperations sqgquadron. However, by 1272, all commands wers
L] 3 1

+

back under centralized AFM &46-1 maintenanca because o
Lraining probléms ancountered 1n supporting two differenb
concepts and perceived cost benefits to be gained under
centralization. It scon became apparent that certralized
maintenance did not provide the flexibility and greaater
productivity experienced under decentralized operations o
tactical fighter umnits. Therefore, in 1977 the &ir Stafd
allowed each major command to develop its own maintenance
concaept which brings us to where we were 1n the beginnming.

For those interested in more detail concerning the histors

'

of Alrcraft Maintenance, I highly recommend reading Captain
(now Lt Col) James M. Townsend’'s Air Cammand and Staff
College report. (273

The evolution of aircratt maintenance philosophy has
been accompanied by great technological advancement in
alrcraft, support equipment and test and diagnostic
equipment. Likewise, khe training required and providsd tao
malntain and manage an increasingly complex mis of weaspon

systems has undergone a blend of turmbil and chiangs. ar -
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o maintenance officers were primarily pilots and englrneers witg
iy tully understood the machines they were supporting. The

W ‘ caomplexity of today’'s weapon systems 1s beyond such 1ndephth
S understanding and requires generalist leadership =and

) management of a mixture of specialists who are sapperbs o

their particular system components and may be {fansllizar with

{.‘
: l': . .
the aoperation of associabed systems.

(X
art . . - - 1
i The range of potential assignments furlher diloies-s
A
! . ‘ o . - .
gy the experlise of individual maintenance officers.  For oooor
R

~ three CONUS assignments, there is one overseas assi Ghuetil
¥ : -' . . . . . . .
L {most of which are fighter aircraft Jjobs). Robabiog ;
L ) :
ts PN - - . !
B officers to fill long and short tour overseas positicnz by i
oo |
il necessity keeps officers noving from one coamand ho
v,
»‘1 and from one type of aircraft to another during their
3 gl
,JQ
V?y cargers, For example, during my 19 year career 1 have
£
:)' direct experience on 12 different aircraft with indir=act
WMy . . .
W experiencs aon 8 mors.  Therefore, maintasnance officors miest
l.!:
ﬁi be very +familiar with the technical aspects of bazic systoms
et
i‘{ which are common to all &ircratt so they can quickly
e
¢ "specialize" on the unique systems and missions they
ro Vg
()
oS sncountar fram one assignment to another.,
ot
0‘5‘I|
i Formal schooling can do a respectable 20b in
! o . . .

By providing gen=2ral technical training and educatiaon on

>,
b v . ) :
W rinciples of management and leadership essential to |-ng

3 f =

b
)

b . term success. However, the unigue training caguiraarnhs
hﬁ germarns to each major command, as well as thoso encrondee el
Wb, . '
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as one moves from base to base and aijrcraft to aircratt can
best be handled at unit level judging from odr historica
pattern of change. Each Malior Rir Command recently
developad training programs for maintenance officers which

reflect unit mission orientation or in modern managemont

varnacular "hthe way we do things around here."  Fark of bhls

training involves specitic weapon system technical traiming
whiich 13 htaught by unitbt sxperts or Fiesld Trainiog
Detachments. Thes balance covers policies, proceduros, wit
orientation and operational mission familiarization.
{(2,19,25,28)

During the last ten yesars, senior leadsrs have
struggled and experimented with the dilemma of lhow to hosl

prepare and train maintenance officers for the challen

19
-+

=
today s peacetime training environment and thse unbnowns thal

will inevitably confront them during the next conflict o

Wt . We have Labken on five mnew alrcrafdh since Yioshr

{(F-15, F-146, A=-10, KC~-10 and B-1) For which we have 1
combat experience to relate Lo when the need arises. Thie

ervercl

in

wach more realistic and inte2nse than in the past, but oo
peacetime scenaric can equate to the realm of war. Thiera o
Mo simulated substitulse for personal experience uander fire
when aircrafl come back with real baltle damage (anid sowme
don 't come back) and the Lurn—arcund operations may oo

frustrated by Ehe incoming rouvnds/rackets sbanbs of b

3

s that we put units through on a recurring basis are
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gb oppaosing forces,. Certainly we prefer to avold such &
s1buation, but on the other hand our wultimate respornzibilai,
ﬁ . 15 to be prepared to fight and win if peaceful diplomatic
etforts +tail to preserve ouw freedom.

ﬁ‘ The purpose of this paper is to present a plauwsible
solution to the training dilemma. One that will zomehow

! transfer hhe seasoned wisdom of aur present combat

> experiencaed senior malntenance officers bto our young

%j maintenancs warrlors who will be in key leadership posiiions
%

3

et during future conflicts. What +collows may not be

4 ravolutionary, but my research led me Lo the concluazion thial

£ the answer must somehow lie within the environment of Lhe

great debate of leadership versus managsmant tial Has

confounded academicians and influential people, both

-,
ApaA

£t

military and civilian, for most of this century.
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CHAFTER TI1

THE NATURE OF THE FROELEM

Some five years ago, 1 responded to the call for

7

Be halp while attending Air Command and S5taff College and
researched the adequacy ot the technical training cowrses

provided though Air Trairming Command for Alrcraft and

Munitions Maintenance Officers. My report, "Mainternancs
L] - . . . . - . .
N Qtficaer Tz=chmical Training — & Time for Change," rocommended

addition ot some munitions courses to the basic aircraft

maintenance couwrse. As a more lomg term improvemsnt, |

A suggested consolidation of the bhasic mainternancs and
- munitions cowses with the provision that special izod
N tollow-on courses would be developed +or those offic

selected to fill positions where unigue expertise and
-
. . =
> krnowledge were required. Subsequent to my study, the
‘o . L
- Occupational Measuwrement Centar found that "diffaerencs==s 1in
3 rtasts periormed by aircratt maintainers in AFFR s&5-1 and
. thuse performed by aitrcratt maintainers in AFR 54-5 wers
K)
i\ regligible,” which was interpreted as Justi+ication to
v . .
4 continue a single bralining proaram to support our prassnt
1
» . .

dual marnagement policies. tl240)
K~
! .

At this polint, no action has been takern to Aymmant o

- the separate basic couwrses 10 favor of one connalidobod
)
: cowrse, bDuh 1 submit fhat my sugoestion =1l l warr ant s !
’ ) o !
-
" consideration. When vou combine murnitrans and oo or s .
‘l
\ b6
)
e,
o
'
o
]
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. . maintenance officer authorizations i1n the grade of
&
<¢ Lieutenant and captain, there is a one—~to-one relaticnship
‘o
i,
Lt . . . -
f* between the Tactical Air Forces and all other major command
K
. authorizations. In other words, there 1s one AFR &5&6-5
11.:‘
Y
Q position for every AFR $6-1 authorization. This fact,
A
1
‘st coupled with the 25 percent proportion of cversesas
b
maintenance officer assignments, provides some logic to the
o
e need +or initixl basic training in both aircratt andg
u |
} munitions maintenance. The chances are very high that one
' |
AV . . |
i will be exposed to both betore he or she has the opportunity
’ |
N i
RS, to retwn to Chanute AFE or Lowry AFBR for additional ‘
o ‘
N . - :
;; cross-training or specialized training. In 19830,
‘-;,' ‘
approximately 25 percent of munitions officers and 13
¥
1 0 . - R . . . .
LN percent of aircratt maintenance officers indicated theyv were
-
d assigned duties in the opposite career field whils Junior
"
) officers. Less than +five percent of non—-{fighter respondent=
L]
9 indicated cross utilization. (1:52-34)
X
18 Regardless of what specific subliects are taught |
o g p 3 = !
(i |
during the basic couwrses, the technical schonls cam ond s
N
g provide eftfactive academic training in areas common to thoe
t
4
N . ;
] majority of Alr Force assignments.  Hands on altrcratt
R
practical expertise and leadership/management experienc.s 4
o
o ‘ . \
}3 onlv e acquired on—-the—-job. This paper addresses what
& _ .
N might be called comtinuabtion braaiming from the per zpechi.es
fy
' . of the recipient. I other words, the continuwous teraintaag
A Ehat each otticer should receirve $from the moment he arva oo
9’ '
R
5;:.: ’
‘5..
o
“.'
ENY . » ApP Y, - -
. " Lo
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e at his tirst operational assignment until he completes his
(w tfarewell address to the troops during his or her retirzaent
N

A ‘ .

&' ceremony. I+ one broadens his perspective and places

Loy
%ﬁ ~ : :

R continuation Ltraining under the bhroader category of
ey l2adership development, it is easier to visualice an orgoin
1.. "\ ' =

$ prozess that has no 2nd in a dynamic environment such as
X .

AL aircratt maintenance.

’ﬁ Fesearch dome by Captains Flanigan and Little found
¢
) , .
e rno statistical sigmificance to the hypeothesis that lack of
Pl
"y proper preparation Lo aszume the duties of an aircra+tt
7
I maintanance afficer was related to company grade offiosr
L
:}H turnover., However, savaeral write—-1n comments refsronced
..: g
1

.t dissatisfackion with supervisor involvemant and tochnioal

¥ . .
kb‘ competencs, The composite company grade maintenance
bl

b* officer, according to their study, sees the ideal supor-visor
)

ot | | 4

W as "hardworkting, technically qualified, supportive of
ﬁ suboridinates’ decisions, and possessing leadorship gualitiss
b
)
Vﬂ and ahility to deal with people." (12:115-122 an earlier
,v )

Y

)
¥, study done by Major David Reed found training to be the

14 =

cm' third most important factor intfluencing performanca of
Y
Iy . ‘ : .
touds mainktenance officers following "selzchtion ot Lay narsonned
{,
Wy .
' and "introduction of change," respectively. He also motad
- v
‘35 strong negatlvrn responeses ralative to usetul application of
‘N
hq ..
K technical training from Juninor otfi1cers with field grade
bt

v

) otficers indicating less negativism as thes as—oumed 10ahs .
o
m with broader responsibylit . V24 1 9D When crampaoir~d to
"‘.
"‘
2 =]

]
]
n?' W

-

[}
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gt later studies, it appears that the technical training
““ problem has been adequately resolved but something 13 still

missing from the unit level perspective.

.
i Much of the dialogue comcerning deficiencies 1n the
N
.
- capability and performance of maintenance afficers
iy
.y documented 1n Inspector Gerneral reports, research reports,
)

|
0 . . . . . . :
Q' TIG Brief articles, various logistics publications, letters
i ’

between senior commanders and staff agencies, conferenceo

4‘.'
s mirmutes, etc, i3 very similar to the dialogue common Yo bhe
v
bt myriad of articles and books on leadership arnd management.
4
e The general thems common to both aresas of study 15 that we
Knt

. . e e
> Have gone through the sra of scientific experimentation with
A .
gl heavy emphasis on management principles and conhtrols
L) ,’

@
.y eventually arriving at the conclusion that it i3 peopls who
W)
1
D . c

make the difference between success and failura. Current

!
QV best zeller books seem to be focusing on what makos the
%

winners sucacessful over the long haul with the common answar

relating to basic principles of leadership and how the

I leaders relate to their followers.
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CHAFTER II1

TODAY 'S MENTORS FRODUCE TCMORROW' 'S LEADERS

br. Richard I. Lester summed up the current sta

leadership versus management debate when he comnen

interchangeability of the words management and

l2adership 10 two recent best sellers "The One Minutbe

Manager ® «nd "Futlting the One Minute Manager to Worbk':

Ore-minute management challenges people to get out

thelr owrn way. .« o« . fhe concept holds that people

have the daring to accept themselves as a bundle

possibilities and undertake the process of making the

maost of their best. . . . Wi1ise managers. . . are
willing to share, arow, and develop. . . sesk

constructive

promote personal and professional development. .

applying this 1dea, the manager glives littlas adoios

provides options, and always stresses the need tor
personnel to keep growing tn concentric cirlas s
there 1s a systemic multiplier effect on whomever
contact. (1381173

It is interestin that the third title o+ the

0

ane-minute manager series 15 "lLeadership and the Ons-Fhouhc

. Ohviously the importance ot lesdership 13
sized and some of the highlights follow:
cn you think [of amn organizationall pvra.. . .

ssumption 153 that evervorne works for the person

a2m on the organizational ladder. . . . I prater

turn the pyramid upside down 50 that the fop managaors

chamge. . . challenge ow maturity and

on the bottom. . . there 15 a subtle, but powsrfal

twist in who i35 responszible and who should be responst oo
to whom. . . . Competence i35 a function of brnowledns

sk1lls, which can be gained from eduacation,

training, and/or @xperlience. . . . Leaders rneod
what kthe penple they supervise can’'t do £or thoamas

the present moment. (2:17,49 and 49)

1O
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. . The i1dea 1s repetitious of many management and

fra:q . . . .

W leadership theories but the bottom line recommsEndatine mn

i
;3 how to be successful is get back to basics. Orie—on—-ones

b

personal interaction and commnunication with renewed smphasis

1
ey
ﬂg on coaching subordinates until they are capable and
s
K% ] n
u‘ confident 2nough to emulate the values and philosophy of
32

) senior leadership is the common theme of currsnt boocks.

$§ Realizing that no two people are identical, the leoadar must
l:p

:% be flexible and adapt his approach to the personality and

l'g

R . . .

A development level of the subordinate. In military
o

%) . : ) . .

r situations "debates" are usually decided in favor of !

vy

? boss, but there would be fewer confrontabtion situaiioos Lf
1

X

W . . . .

He supervisors did a better Jjob of sharing their valu arid

: xperiences with their people.
). ) )
B As Henry Kissinger saids: "The task of the leader 1%
N , |
O to get his people from where they are to where they have nob
i - . . . : . ,
4@ beer. " (222282 This i1s particularly relevant for the
p:

N voung maintenance oftficers. Deputy Commanders for

N
i‘ Maintenance and Squadron Commanders should devots at loast
Ay . .

o 25 percent of their wandering around leadership/management

. »

Dt
! time to their developing maintenance officers Lo erhanso

b )

N . . o ,

their fezl for the business of aircrath mainhteonance, Thir

) amount of time zpent 1n the shops arnd on the f1iabtline

}
v Y |
P varias from one loaader to anather, hoat bhe oesy o ;
" |
ir. . marntenance otficers need and deserve the fi1rst gquartsr of
!y
2 Ehis 1invaluabls leadersbhip commadity, regardless ~F how soay
? 1
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N o how few hours per month, Admiral Zumwalt explained s
s philosophy on maximizing productivity when he saicd:
!’!"
+

" . X

%% What 1 tried hardest to do was ensure every officer and
:% man on ship not only knew what we were about, not anl v
“ﬁ why we were doing each tactical evolution., howsver

onerous, but also managed to understarnd enough about o

£ it all fitted together that he could begin ta euperiance
:ﬁ some of the fun and challenge that those o+ us 1n bthe
v, top slots were having. (27:224)

ayd

(38

“f Iri many cases senior leaders tend to delegate tooc auwnh G-
Ny their mentor respansibiliby to thelr stat+tt and mid levol

gt

)

:l
‘%‘ SUPSrv1I®OoL 5 Aassuming that Yhetr philosophe a0d

k)

¥

t .
G 2a:mpectations based upaon theilr e periences will sanzhow e
L

ol assimllated down the line.
i. Jne raeasor tor the celoctencs ot nan, o or
1 »
3
pi maintenance leader s 1o s Lhelr e perilencs wibih heoor

Wt -

) subordinate otficers might be their own lacl of hands on

1.
10 _
W evperlience. The 1980 Occupational Survev Report showad T
P
£/ B
oy percent o+ 204 responding méaintenancs squadron commanders
.
re and 70 percert of the %0 Deput. Commender $for Mainmtonam s

N
‘: respondents were rated officers. These two positions wor s
g“
ﬁ? unarnimously 1dentitied as the most influential and
S prestigilous jobs for a mesantenance otficer, veb 40 percent
.';‘

e

? ithe rated officers) had very limited maintenance e per1@nce

o
I and maintenance management ftraining. n fact, 24 of thae
;ﬁ respondents had nmot attended any maintenance course. [
.ﬁ.

) . . _ -
;ﬂ vary ditficult to perform the role of mentor or coach whern
"y
R . . . S
0& one 13 lmarning the ropes himsel+f. (127,28, &41.-84)
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Another area that may somewhat inhibit a dynamic
mentor environment is the ratio of prior enlisted service
officers in the present maintenance officer population.
Fifty percent ot assigned Lieutenants and Captains have
prior service with 21 percent of the total population havino
more than ei1ght vears prior service. (17:Z2-5) By the Lime
they are promoted to Major, over one—-halt ot our experiencsd

middle lzadership will be eligible +or retirement. = a

experience shows T30 percent of prior enlisted afficers:
retire as soon as they reach 10 years commissioned searvice,
(17:4-2) In January 19864, there were &74 mairntenasncs
otficers with aver B years enlisted searvice and Sl wiih 105

oromore Yyears commlssioned service, (L3 This 13

i

dramatic 1ndication of how fragile ow experierce base 1. 1.
tarms of projected longevity. In some ways prior 2ol i=had
service compliments the experience equation trom the
techknical perspective., However, several studiec sl roecasd
articles 1ndicate some prior service officers have

diffrculty making the transition fraom NCO to Officer and

B’x

specialist bto general manager/leader. In myv e perience, 1

found about S0 percent of prior enlisbted otficers
encountered some transition problems. This btransitiog
dilemmae merely provides another challenge fsor todav s
mentors because they must provide +levible brairang or cdr mas
Lo match a wide varieky ot trainee personalities i
backgrounds., Today "5 mairntenance officers wnd Loday o
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.?h tlightline environuent provide a dynamic laboratory tor

L2
. leadership and management practitioners.

ty

:2 Approximately 78 percent of aircraft mairntenance and
"i.

HQ &8 percent of munitions officers perceilve their prior

vy

KRR Eraining to be useful 1n jobs at or below wing level.

i

8

h!‘l,‘ : = [=ad : . . - . .
Mz (1:51-57) The lower rate +or munitions officers may bhe

Ly

K

te )

L related to their higher utilization in aircraft mainta2nance
it 3

Se)

" Jobs wilthout the benetit of associated technical fmansgoment
07(

" 4

33 Lrraining., Yet, "The Exceptional Release" (Maintenancs

¥
W . L ,

Wy O++icer Association (MOA) bimonthly newsletter) +requently
.

-~ -

"y :
F' contains arbticles by junior mainbtenance otficers who @ 0ok
)
'

\d .
;v: satisfied wibth their overasll preparation bto handle Che
2y

X,
[P ) . ' .
Q%: challenges of ow present malntenance 2nvirocnment. Ty

. concensus ot the junior officer panel at the 178% MOA

-

L}
* \]

sh convention was:
25
a';

b Seni1or maintenance officers are not providing Lthe
LA A ' s
“)‘ direction, guidance, mentorship, and/or training Liiat
" wmor offlicers are especting. o . .o strong neod for
?$ commanders and mailntenance supervisors Lo moake tuwe: tor
A their Junlor oufficers. « . « want to be part o+ tho
AN
,4“ Lteam. . . need to know what "old heads" want or o:pect
J* « « « need more on-the-job training by experilenced
by
t maintenance officers, . . no one ever explained the
s rules of engagement. . ¢ bioggest problem was laclk of
é$| futoring 1n corporate Qur Force and unit concerns.
;5.% (21:6-7)
1
‘5‘ - ) e
N Triee members ot MOA make up 29 perceni of the Lotal
e maintenance officer populabion so they provide « reasonalile
o
e cross section of bthelr peers. Their comments i1mpl~ thal
.F{ something 1s missing 1n btho btraining equation wintoh 1 submr b
v
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is simply the mentor/coach element of goeod old faszhioned
leadership.

During the March 1984 MOA convention, Lt Gen Margue:
(HR USAF/LE) said:

We need more maintenance leaders and maintenance

managers, not more technicians. We know when the

equipment 1s broken and we know how to fi:x it. What we

need to ensure 1s that we have maintenance leaders who

can efftect weapon sysztem +fixes through equipping,

training and sustaining their technician forces. {(21:9
Brig Gen Gilliz (ATC/LG) esncouraged maintainers to becoms
students of history in his convention address snbtitiled "MNo
One Does the Hard Things Anymore."

Lt Gen Kelley (YMice Commander, HR TACD)Y in a lebter
to Lt Gen Margues: dated 28 Nov 84 said:

Twelve of our DCMg, or fifty percent, have operatbiocaal
backgrounds; three—quarters of these have less than four
vears of maintenance experience. I am concerned that we
are not getting the talent commensurate with the demands
and challengess required of one of our most responsibles
seni1or officer positions. I believe a DCM tour i3 &s
inportant in the development of cur senior maintenancs
atficars as command of a wing is on the oparationad

S, (10 1)

The need for mors experienced/better traoined
mairntenance offi1cers 15 well documented and key managers ares
aware ot the potential experience exodus via retirenent
43301 ated with the present manning mi:. The senior loadors
are aware of the problem and are working hard to 1aprove the
matntenance leadership environment. Much has besn dane in

recent years and few maintainers can say their lot 13 ot

batrer today tham it was five Fro ten years ago. The time
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) has come to dust off your library of leadership and
v
e management books or visit your base library to rebindls your
s;:' \
\& lzadership spirit. Several recent books have some
R
D retreshing views on the subiect of leadership which seems Lo
O
~
{" hbe the missing pillar necessary to build the ultimate
B!
N maintenance officer.
X
)
B o ,
Y Margaret Higginson and Thomas Buaick, 10 their buook
ot
. "The Ambitious Women's Guide to a Successful Careesr," datine
) . . .
R coaching as the discussions between manager and suboradinat.
b )i\. =
)
4& that contribute to the development and i1mproved
hJ
€.
s etfactiveness of the subordinate. They go on Lo
oy =
W)
0 R
nm coaching 13 one o+ the most 1mportant funchions of & mana g
|’:.| " h
L . o -
A but 13 a3lso one o+ the most neglected activiiizs. Tha s
T
5 neglect can relate to many understandables reasors depending
Aot
b on the perspective of the coach and his/her position 1n this
ey
QH organization. Successtul coaching may resull 1n loass cf Lop
C6y
~) subordinates hto other sections, or a pesr with loss
ECNY 4
fﬂ‘
Wl erperiance gaining from vour advice and rising abowe your, oo
A
4]
f you could laose your present 1ob because vou e2vcelloed as =
(.
“a
p

mentor for yvouw sSuccessoar., A fear of opening up Lo

€

subordinates may stymy effective coaching, bub & qacager who
has the best interest of their orgamization 10 mond most
ri=e above such fears to reap the +tull potential of Llhoso
with less experience and limited corporabte krowlsdg.s,

(10:124-126)
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In "4 FPassion For Excellence" coaching is defined s

"face-to—tace lesadership that pulls together gpeopl= wihth

=
i
H1l
i+
Ui

diverse backgrounds, talents, experiences and inte
It 1s that ongoing i1nteraction be ween leader and +o§ 1 owe
that encourages the follower to accept added responsih:ilit
and strive for continued sel+t rmprovement while

simultaneously becoming a more productive contribuator to the=

mission of their organization. Tom Feters and MNanoy &
cite five vital aspects of coaching: visibility, listening,
limit setting, value shaping and shkill stretching. Thime
provide some useful insight into the coasching aresna:
Coaching. . . 15 the process that enables others Lo -
« s . 13 counting on people to use b
skill=s. . . is a full time endeavor. . . 15 Lo
and demanding. . . 1s how things work around here. . .
is remembering that in many cases experience 135 st:ill
the best teacher. . . 1s creating winners who Can
participate as full partners. . . 15 being the oot -
stability during the darkest hour. . . 13 ongoLlng
unobtrusive leadership. . . 13 not a simple rubrac.
Done-well, it is the best a leader can give.
(42 224-277)

Craig Hickman and Michael Si1lva address the rale ot
the mentor in their book “"Creating Eicellence.” Thealr Linoma
13 particularly significant for military organizationi.:
"reat organizations owe thelr greatness Lo a tew
individuals who mastered leadership skills and passed Lliose

sk1lls on to their successor generations.” They also reamond

s kthak:

Individuals, not organmications, create excellonce. . .
those with unique zkills lead others alormg bhe pabtin ha
excellence. . . the successtul mentor makes sure he
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A%

passes his gttt for strategy and flair for building a
strong corporate culture on to fubtwe leadsers., . . the
challenqge 13 to become both visionary and realistic,
sensitive and demanding, 1nnovative and practical. .
develop a sense ot znthusiasm to be on the leading =dg

S

i

They identify si1: essential skills that dynamic future

managers must learn: creative 1nsi1ght, sensitivity, vision

“
varsatility, +ocus and paltiencs. I ouwr case, [ would =dd &

seventh virtue——courage to shart what one may nob s=e Cons

13 not restricted to popular '"best seller”

primaritly rely on the 1ndustrial secto- for
hase, The new Air Force Combat Suppocrt Doctrime will

contaan soms salirent points:

"

A well trained and tested aerospace force is hetter
able to endure in combat. The maturation process halkeos
the military resources from the acquisition process and
prepares them for combat as part of an asrospace systam
or force. For people, maturation i3 an ornQoing proosEss

that stretches over entire fir Force careers. This
procnss 15 meant to instill the will-—~the warfightimno
splrit——as well as the gkills of A warrior as ooopis e
trained, educated, and indoctrinated to lead snd manans
at the un1t, theater, and global levaels.

In the most difficult of all human

zndzavors——preaeparing for and 2ngaging in war——loadaesbhon
offers the path to victory. Heroic battlefisnl g
leadarship has been the hallmark of Gmeryvcan figbibing
torces, But, in an age of nuclear weapons and hakl
mobila arnd lethal conventional forces, tihe leadorsio g
grercised 1n preparing aercspace forces for war mas
prove to b2 decisive. Foacebtime organtzabions Can onds
remalin dynamic and viable through personal leader shing
groups are 1253 capable of managing organicaticrial

c amed ivog

ro
hange bhecause group action demands roncen:
!
ki

risk taking. Thus, the itmagination and oresty.ih. o+
the individual leader cam brimg vision Lo an
organtzation and motivete people to accamplt
extranrdinary deeds. (F2145-17)

13
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Yo Cenior maintsnance officers must o acooph b
sentiral need for a positive menior /coach ralabiorsl ‘
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Both the problem and the potential sclobion aro

1 naturse becauwse both hirmge on the mysbid powssr  Gs

leadership which influences individual

and attitudes. The

accapted the proposition that leadership and

#r@ nob as copposite as

ar= consistently present 1n

dairly nuritoring

-+

YOLMG Mmalnternancs warr1ors. The boob Lol

Nt 1deas on how Lo bs 4 seco=sstul lesdse HERIRT T
to turn the words into action.
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2 Has the leader the right to mold and shapz” D7 wisl oo2
; 1s &Qing, experience, and wisdom 1+ mob to be thoe la2a.2n
! tor thos2 who are younger”™ OF what use 15 péine 1+ ok
' to teach others to avoird 127 Thse lead
! the righk; 1+ he 15 leader, he has &t
-
- ——Harrv LLavinson, "The Exceptional E 3
- -
Heneral Sabriel places the responsibility for
ptfechtive leadership on severvyvons, not Just z2nior o+
! and NECO s, He challenges Air Force persocrinegl to zacocspt thas
1
" speci1al responsibility of developing the leasders who w@ill
Y Carry wus 1nto the 2lst Century remembering that thes resl
' strenghh of bthe Alr Force is ouw people. 14l
5 Too ful+1ll this challenge, we nmust ramove ths
L
P shackles that have somehow prevented us from exercising the
tull range of our leadership potential especially in the
area of coaching those with less leadership experience and
i malrnit=nance management BEnow how. There are a multitude of
; =
§
i, reference sources on the art of leadership and scisnce of
4
¢ management, but as vou reach out in search of the perfect
' role model or guru, make sure you grab hold of something
i that matctes your style. There are no guarantees hut the
0
! option of not stepping up to the challenge has a mush
gloomier +future than the option of giving it your best
v eftfort.
v Robert Heller 1n his book "The Supermanagers" savs
4 "thinas have to he made to happen in the way vouw want them
v -
5 20
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to. Without management, without the intervention of
organized willpower, the desired result simply cannot be
obtained." (15:286-3288) Today s experienced leaders can
and must play a positive and active mentor/coach role i the
training and leadership/management developmenht of tomorrow s
SUpermanagers. Most of today’'s "old heads" may not be on
the flightline when tomorrow’'s maintenance officers geh
their fi1rst taste of combat. What we share with them todzy
may very well determine the success of their pertormancs
when they are put to the ultimate tests. The i1mmediate
return on your investment ot time, effort and patience will
be 1ncreased productivity in vour unit with the gradual
realizaticn that they are doing more and you are doing
less——or at least you have more time to do the things you
always wanted to do but mnever had the time.

Being & dynamic leader and successtul managear 135 Aot
easy to define nor easy to do—-but no job worth doing is
23Sy, As a mentor,; vou will have ample opportunity to mate

an indelible mark on the future of aircraft maintenaros.

J
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w
=
1]
Z
Z
]
d

Take some time to smell the roses, dust

i

b1
Ul
JY]

stories and share your sxperiences legacy to a3 waliantk
protession. Help build a team ot hard charging highly

polished maintenance officers who are ready, willing and

able to do the hard things today and 1n the futurs.

21
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