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Special Duty Manager Update

SMSgt Chris Anthony

Greetings First Sergeants

I hope this finds you all doing well.  It has been an extremely busy three months since I penned my last journal.  I was thinking last night about just how busy I’ve been for the last few months as I have worked to get my arms around my responsibilities.  About then it dawned on me just how busy you’ve all been during this same time.  Our nation fought a war in which all of you were involved in at some level.  Many of you deployed and performed what is, in my opinion, the best part of first sergeant duty; that of taking care of Air Force people in a deployed environment.  Others took care of our great Air Force people who supported the war effort from home.  “Prime time” seldom remembers or gives credit to the logistics support from home station.  We could not fight a war without it.  Those of you who did not deploy, no doubt, contributed to that effort.  Also, those who deployed left behind families and many of you spent countless hours ensuring those families were taken care of so their loved ones could concentrate on their duties.  Even though the war is over, we all know we still have Air Force people in harms way.  Many of you have not experienced an “ops tempo” reduction yet, and probably won’t for some time.  Hang in there and keep doing what you do … taking care of people.  You do make a difference.

There is much to discuss.  The 9th Annual World-Wide First Sergeant Conference is just around the corner.  Most of you have forwarded your council issues up to the MAJCOMs and the MAJCOM conferences are underway.  We kicked off the first sergeant manpower study, and we continue our recruiting efforts.  I’ll try to bring you up to date on each of these issues in the following pages.

_____________________________________________________________________________

9th Annual World-Wide First Sergeant Conference

This year's conference will again be held in conjunction with the Air Force Sergeants Association's International Convention.  The conference is in Las Vegas, Nevada, 17-22 Aug 2003.  Travel days are 17 and 22 August with the first event being the night of 17 August and the final event on the night of 21 August.  No one may arrive prior to the 17th without approval of your MAJCOM POC due to limited room availability that weekend.  If you are coming from an overseas location and desire to arrive a day early, please contact your MAJCOM POC.  As in years past, anyone can attend the AFSA convention and nightly events hosted by AFSA.  However, only one CCM designated first sergeant from each active-duty, guard, or reserve wing, numbered Air Force and MAJCOM headquarters may attend the first sergeant conference.  The conference working group has already been formed and your MAJCOM representatives should be communicating with those of you who will be attending.  AFSA has updated their website to accept registration and hotel reservations.  Contact your MAJCOM representative for further instructions about registration, and to ensure they are aware of your attendance.  

We are beginning to put together the conference agenda and we’ll get that out to you as soon as it is complete.  However, there are a few things I can pass on to you now.  Many of you probably like to travel light, but this is not a great time for that.  You will need service uniforms, with ribbons, to wear each day to the conference.  There are mandatory events almost every night during the conference, so you’ll need Service Dress for one and mess dress/semi-formal (see below article) for the other as well as “smart casual civilian attire” for the icebreaker.

I need each of you to be aware of another important issue.  This year’s conference is being held in a casino.  There will be times when we will have to transit the gaming areas to get from our quarters to the various functions.  You will not be authorized to participate in any gambling activity while in uniform.  The potential for “bad press” is just too great.  You’ll have plenty of time to get into the casinos if that is your desire.  Please just be prepared to take the time to change into your civilian attire.  We want all that we come in contact with to walk away with nothing but the perception that we are professional first sergeants and SNCOs in the worlds greatest Air Force.  

Manpower Study

AFMIA recently began the Commander's Support Staff manpower study.  The purpose of the study is to determine the manpower authorizations that are appropriate for today's "orderly rooms."  Things constantly change, things are automated much more today than they were when the current standard was established.  There are many issues that have to be worked out before this issue is solved.  It's a tough job to figure out exactly how many people are appropriate, which AFSC they are from, and the rank of the individuals.  To do it correctly, you have to not only consider the many changes that have taken place over the last few years, but also the many changes that are planned in the personnel and information systems worlds.  They are many.

When the CSAF directed the first sergeant management changes that returned the AFSC to special duty status, he also directed AFMIA to study the manpower requirements for first sergeants.  That portion of the manpower study began officially on 30 April 2003.  We put together a seven-person team that spent three days at Randolph AFB working with the manpower folks from AFMIA.  As you can imagine, this is not an easy issue to decide either.

Many feel that our current method of determining first sergeant authorizations is not serving us well.  As you know, it's all based on unit-enlisted strength with 75-250 enlisted earning a master sergeant, 251-550 enlisted earning a senior master sergeant, and 551 and above a chief.  If you've been around this job for long, you know our shirts aren't always assigned against these standards.  Our AFI gives the CCM the authority to assign first sergeants as he or she deems appropriate taking into consideration things such as experience, unit needs, rank, career development of the shirt, and even personalities.  As the Air Force has drawn down, reorganized, and changed many missions, we've seen our first sergeant authorizations get completely out of alignment at many locations.  There in lies the problem, and how do we manage them better.

I'll be upfront with you and tell you that we did not solve the issue during the meeting.  We did come up with a good starting point and I came away with much homework.  We started off with determining what the ideal situation would be.  It was pretty easy to decide and most of you will agree with it.  In a perfect world, every squadron commander with any amount of enlisted members would have a "diamond wearing" first sergeant.  That's the ideal.  Well, how unrealistic is that?  It would create a large manpower bill that we would most likely not be able to pay, so our next step was to determine the threshold to earn a first sergeant.  After much discussion, we agreed to pursue an increase in authorizations that would allow us to drop the baseline from 75 to 50 enlisted.  It's easy to see what the immediate impact of that would be.  Many services, comptroller, and OSS squadrons would then earn a diamond.  This is great news for those units.  Lowering the standard to 50 creates a bill that we have to get around as well.  Our early estimates are that we would need about 150 more first sergeant authorizations.  

Once we settled on the threshold, we started looking at where our senior and chief master sergeants should be assigned.  One concern shared by most of our CCMs is that they don't always have a good mix of experience, or rank.  You find many locations with only master sergeant authorizations.  Due to the ever-changing landscape of our Air Force, our senior and chief billets have moved around and we find that they are bunched up at some locations, and completely absent at others.  We settled with a ratio approach.  These are not final, but our initial thoughts are that we should assign our masters and seniors at a ration of one senior for every four masters.  Thus a wing with 15 authorized diamond wearers, would earn 12 masters and three seniors.  That's a pretty good mix.  

What about our chiefs?  How do we assign them?  That's a little more difficult because they are a limited resource.  We currently have 63 authorized chief first sergeants.  You can see that there are not enough of them to spread them around and assure every location gets one.  Also, there are many organizations that we feel must have a chief, such as MAJCOM and some NAF headquarters, certain joint positions, and a handful of others.  Taking those out of the mix leaves about 40 authorizations to play with.  We'll probably assign the others using a ratio as well, but we have to complete some research to determine what that ratio is.  My initial thoughts are that a wing with 21 or more diamonds authorized would get a chief.  That model would have 16 master sergeants, 4 seniors, and one chief.  That seems close.  

Having said all that, there are many what, when, where, and how questions that must be answered.  Some of our recent changes to first sergeant management have an impact on these ideas.  What are the unintended consequences of all this?  How would we man 150 additional slots if we can't fill the ones we currently have?  If we decide to execute the plan, how do we get there?  What do we do with our extremely large squadrons at those locations that do not have enough shirts to earn a chief under the ratio approach?  As you can see, there is much to discuss.  No decisions have been made because of these many questions.  We will have an issues group at the conference, led by CMSgt Terry Boeder, that will provide me with their recommendations.  As soon as I can get some answers to these many questions, plus the many more that will spring up as we step through this process, I'll present a recommendation to the CMSAF and MAJCOM CCMs for consideration.  Stay tuned for more and feel free to send me your comments and ideas.

For those that are interested, the team that put together these ideas consisted of an officer with squadron commander experience, two command chiefs, and four first sergeants.  Of course we had the assistance of three great individuals from the AFMIA staff.  The names are listed below:

Lt Col Mark Johnson, AF/IL

CMSgt Stanley Sanders, 388 FW/CCC

CMSgt Tony Bishop, 18WG/CCC

CMSgt Terry Boeder, 374 MSG/CEM

SMSgt Bruce Kenney, 568 SFS/CCF

SMSgt Jim Pitt, 347 AMXS/CCF

SMSgt Chris Anthony, HQ AF/CCC

2Lt Tracey Barnett, AFMIA

TSgt Don Tyus, AFMIA

TSgt Gerald Torrey, AFMIA
_____________________________________________________________________________

Trip Reports
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As stated earlier, 2003 has been an extremely busy period for the Air Force.  Some of you deployed to locations where no Air Force First Sergeant has ever deployed.  As most of you know, we maintain a library of trip reports from first sergeants.  AFI 36-2113 paragraph 2.5.1.1.5 requires first sergeants to complete a trip report after all contingency deployments.  I have received a total of 4 trip reports since I arrived at the Pentagon.  I got a request for trip reports from a rather common location and the most current report I had for that location was 1999.  We have been discussing deployment training for first sergeants for some time now, and we will probably be making some improvements to that in the near future.  Good training is sorely needed, but nothing helps a first sergeant prepare for a deployment like some good intel about the location.  We need to keep that cross flow going.  If you have deployed recently, please take the time to complete a trip report and send it through the system IAW AFI 36-2113.

______________________________________________________________________________

First Sergeant Manning


        Current
           Aug 03
CMSgt      
140%           
149%

SMSgt      
135%

141%

MSgt 
    
  78%

  72%

Total           
  91%

  88%

Overall, first sergeant manning is holding just over 90%.  The grade mix is still out of balance, but our chief numbers did not increase this quarter as projected.  If you remember, in January we were projecting our chief manning to be at 171% by May.  This is due in part to retirements, but also due to a number of our chiefs that were selected for command chief duty.  We projected that senior would be at 121%, but that did not account for the senior promotion release in March.  Current numbers reflect those promotions so far with increases projected in August as the selectees sew on over the coming months.  Master numbers remained the same, and projections do not include upcoming first sergeant academy graduates.  All the shifting has not affected the bottom line thus far.

As you probably already know, we discontinued accessing seniors into the first sergeant academy.  This was the first step towards balancing our manpower books.  In addition, HYT extensions are not being granted for seniors and we are not accepting prior first sergeants back into the AFSC as seniors or chiefs.  That's a tough decision, because we have squadrons without first sergeants.  It just makes it that much more important that we recruit as many master sergeants as we can to fill these vacancies.

All of you are working hard to recruit.  I get numerous phone calls and e-mails daily with questions about first sergeant duty.  Keep up the good work and we’ll reap the benefit over the coming months.  The Air Force is full of many sharp SNCOs ready to step up and help lead an Air Force unit.  We can’t overemphasize the importance of first sergeants and CCMs leading strong local recruiting efforts.  Please help spread the word.  We really can get there from here!  
Mess Dress - not required…. or is it?

While venting their frustration about what appears to be a negative trend, someone suggested that we should make the mess dress mandatory for first sergeants.  I too have noticed the trend, and have received a few e-mails and phone calls on the subject.  I’ve attended four First Sergeant Academy graduations and observed three graduates wearing the semi-formal uniform.  Their argument is that the uniform is not required for enlisted members.  They are correct, it is not, and probably will not become mandatory either.  

Thinking back, it never was mandatory for first sergeants, but you rarely saw a shirt without one.  What has changed?  Even though they were not mandatory, you seldom, if ever, saw a shirt graduate from the academy without one.  I suggest that it was not because of anything the first sergeant academy did.  We, the first sergeants, enforced that unwritten rule and it began with the first interviews with those desiring to become first sergeants.  We told them up front that they were expected to be a cut above other enlisted members.  Looking good in the uniform was part of that and we made sure they understood the Mess Dress requirement.  First sergeant boards put candidates on the spot by asking if they had a mess dress and if not, they were asked when they were going to get one.  Everyone knew it was expected.  We policed ourselves and we will continue to do so.

On 1 October 2001, active duty first sergeants began earning special duty assignment pay (SDAP).  To earn that privilege, our leadership proved that first sergeant duty is extremely demanding, requires an unusual degree of responsibility, and places heavy personal burden on the member, over and above what would reasonably be expected in a military assignment for a member’s grade and experience.  It’s not hard to figure out what some of the arguments were that made this point.  One of our responsibilities is to lead by example and be a role model for our units.  We set the standard in many areas.  Dress and appearance is an area first sergeants have been required to set the standard in for decades.  One of the bullets from the SDAP staff summary sheet stated that “It (SDAP) is appropriate compensation for members who take on significant and demanding roles above and beyond what is normal for their pay grades … and would help offset some of the cost associated with serving in important leadership roles…”  

I’m not suggesting that SDAP was awarded to buy mess dresses.  I do believe, however, that all first sergeants should own a mess dress, thus it is a “cost associated with serving in this important leadership role”.  You get my drift.  I think that it is appropriate to mention that our guard and reserve brethren do not receive SDAP, and the majority of them own mess dresses.  Their leadership places a great importance on it.  First sergeants, if we believe this is an important issue, a rule is not the appropriate answer.  We have to police ourselves.

WHEN GOOD AIRMEN GO BAD

By Master Sergeant Roy T. Blanco, 39th Mission Support Squadron First Sergeant

Is it just me or is it becoming common conversation the past several years to talk about how today’s new airmen just don’t measure up?  Well, I can tell you over the past four years as a first sergeant, I have a few ideas on the subject.  First of all let me share some things I’ve heard from “around the block”.

“What are those people in basic training doing now, being kinder and gentler?”

 “Why did the tech school send us this problem child?” 

“They’re letting anyone in the Air Force these days.”

Sound familiar?  From first-hand experience, I can tell you all that the issue at hand isn’t about the “new breed” of airman…it’s about the “new breed” of leader.  In an environment of political correctness and human dignity, in my opinion, we’ve lost sight on the art of leadership.

While we may have a higher educated force than years past, we also have higher promotion rates and in some instances, we have airmen becoming NCOs before their time.  We see airmen being placed in supervisory roles above their friends and having a hard time making the personal and professional distinction.

Leading troops has always been challenging, but it seems if we have anything other than a model subordinate, it’s easier to get rid of them than to take on the challenge of turning a wayward troop in the right direction.  The solutions, I feel, are simple.  First line supervisors must first eliminate the attitude that produces statements such as,

“Don’t call me sir, I work for a living.”

“You know all that stuff you learned in basic and tech school?  Well, forget it!  This is how we do things here.”

“Don’t bother calling me Sergeant Brown, just call me Bob.”

Next, we have to lead by our actions.  Simple things like not correcting uniform discrepancies and not standing when your commander enters the room are examples.  Personally, I am insulted by the “Don’t call me sir…” comment.  Do we not use sir and ma’am as a general term of respect in our everyday lives?  Disregarding our basic customs and courtesies by calling supervisors by their first names and discounting the basic military standards we teach are an insult to the military institution we serve.

As leaders we must continue to hold ourselves accountable for our troops.  We only need to look in the mirror to find the blame for why good airmen go bad.  Taking responsibility and a sincere interest for our troops welfare is a basic tenet of our leadership roles.  This doesn’t mean kissing anyone’s butt to stay in the service.  It means developing not only good airmen, but good citizens as well.  Helping our troops make informed decisions about their career and their lives.  Of course we want to retain our good troops, but we have to understand the military is not for everyone.  So why not make sure our troops make informed decisions and encourage them to take advantage of every opportunity that comes their way.  

Remember the challenge is not supervising the super troop, the challenge is to develop the mediocre or “bad” troop into a productive member of the Air Force and member of society.  If you’re a new supervisor be proactive and talk to your SNCOs and senior officers, read up on leadership and experiment with different techniques and develop your own style.  Be able to say to yourself, you gave 110% to your subordinates.  Bottom line:  Exhaust all your resources before you go blaming someone else for your “problem child”.   I know a few Chiefs with Article 15s in their past and they say without a doubt solid leadership and a little TLC brought them to the top of their profession.

As always, we solicit articles and other items from the field for inclusion in the First Sergeant Journal.  It’s always best if you route your submissions through your Command Chief Master Sergeant.  Send submissions or comments on this Journal to chris.anthony@pentagon.af.mil.
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SMSgt Scott Young, from Scott AFB, IL, and MSgt John Gagliano, from Eglin AFB, FL, are deployed to Baghdad International Airport, Baghdad, Iraq.
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