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Career Field Manager Update

SMSgt Mike Gilbert
As I sit here writing today, it has been just over one month since we bid SMSgt Mark Smith farewell and a job well done.  For over three years he served us from this desk, and created, accomplished, or expressed many things that will continue to be a part of our Air Force first sergeant culture.  Among those is the creation of the First Sergeant Web-Site, which gets over 2100 ‘hits’ a day, the First Sergeant Journal that spreads the first sergeant word to thousands in and out of the career field, and the further development of the worldwide conferences, that certainly evolved into highly organized and effective events under his care.  He also expressed our role in supporting Air Force readiness and mission accomplishment in a way that had not been done before, and is dead on the spot.  He followed that up by supporting the development of a deployment oriented curriculum at our First Sergeant Academy that goes a long way toward preparing our next generation of first sergeants to meet the challenges of the AEF Air Force.  Mark, you did a great job for our career field and our Air Force.   Good luck to you and your family in the future.         

It also strikes me as I sit here, that it has only been just over a month since I got the seat, but it seems like a year already.  Since April 1st, I’ve gotten to visit five bases and the AIA First Sergeant’s Conference, meeting with hundreds of shirts, briefed our Air Force’s Command Chief Master Sergeants, sourced some 350 first sergeants to AEF Cycle 2, briefed a First Sergeant Academy class (and mooched a free-lunch off Chief Ball), learned how to edit a web-site and any number of other things I didn’t know how to do when I first walked through that door.  It’s been a fun ride.    

And the best part by far has been the visits with the different first sergeant councils.   Wherever I go, I see the reason first sergeants in this Air Force are held in such high esteem; you all are sharp, focused and making a difference for your people, your bases, and your communities.  One of the neat things about my job is that I get to walk the halls of the Pentagon receiving nods and handshakes from senior Air Force officers who approach me because they know that they owe some portion of their success to a ‘diamond wearer’ or two in their past.  I gladly except the praise, but it’s directed at you.  You’ve made ‘the diamond’ mean something special.

But enough of that mushy stuff, let’s talk about what’s going on in the career field.  Right now the biggest thing happening is the “sourcing” of AEF Cycle 2.  There’s a lot to know about this process, so I outline what we’ve been doing in a section below.  We are also preparing for the 6th Annual Worldwide First Sergeant’s Conference, which will be held in New Orleans in mid-August.  Details and registration information will be coming out shortly, but if you were worried that you’d missed something, let me reassure you; you haven’t.  Stay tuned.  

Other than that, there is the myriad of ‘routine’ hot issues we’re looking at like Special Duty Pay for first sergeants, special clothing allowances for first sergeants, expense accounts for first sergeants, increased promotions for first sergeants, free meals for first sergeants, free dry cleaning for first sergeants, free uniforms for first sergeants, free gasoline for first sergeants, and staff cars for first sergeants.  I may be exaggerating a little, just a little though.  The last item hasn’t been requested yet, but I expect that call any day.  What we are going to do is take a dispassionate, fact-based look at this issue, determine what should be done, and then do it.  We will wrap this issue up (for the duration of my tenure anyway) this fall.  Stay tuned and keep smiling.  

I continue to get asked what my “vision” or philosophy is.  I guess I kind of like getting asked that, because it comes across like it really matters, which is kind of flattering, but in fact I have no earth shattering personal philosophy regarding our career field, nor do I believe I need to create one.  This career field will continue to evolve into what it needs to be to meet the needs of our people and our service.  It’s a natural evolution, driven primarily by you in the field doing what you do to get the job done, resolve issues, and raise the flag once in a while on an issue you need help resolving.  My role is to focus the efforts on those issues that need to be worked at this level, provide a central point for communications between the shirts of different commands and HAF, and rarely, make a decision on particular circumstances.  My plan is that we keep on doing what we have been doing, and where we can, do it better.

One area that I do feel strongly about is the use of the enlisted “chain of command.”  Now I know there are some who say there is no such thing.  Baloney.  Enlisted leaders, like our former Chief Master Sergeant’s of the Air Force, have fought too hard for too long to make the incredible gains we have witnessed in the use and respect of enlisted leaders in our Air Force for us to negate those gains by misuse and disrespect.  If you are not comfortable with the term “chain of command” being applied to top NCO leaders, then consider using “chain of influence,” because we are certainly influential to our commanders as advisors and leaders.  The top of our enlisted “chain of influence” is the CMSAF, below him is the MAJCOM Command Chief’s, then you have the numbered and wing level CCMs.  Then there is you, a key enlisted leader working the issues hard, right where the rubber meets the road.  When that powerful chain gets behind an issue it’s a beautiful thing.  Great things happen, and they can happen pretty darn quickly.  When people try to work outside that chain for their own reasons, not much gets accomplished, and a great degree of frustration and confusion within the units involved is often the result.  I highly encourage all first sergeants to work as closely as possible with the enlisted leaders placed above them in the “chain of influence.”  It is within that chain that our most successful efforts will be worked.  The phrase “I don’t work for the CCM, I work for my commander,” may be technically true, but terribly narrow-minded and counter-productive as we all try to improve our Air Force for our people and for the mission.  

Another angle on this to consider is the feedback session.  I have never gone more than six-months without sitting down with my CCM for an hour or so, usually after normal hours, for career counseling and a discussion of the hot issues facing my unit, the wing, and the Air Force.  I learned a great deal in these one on one sessions and was a better, more informed leader at the end of the day.  I also got a greater insight into the pressures and direction my CCM was under and was much better able to understand events in the wing and to support him in his efforts.  I know many of you already do this, but I encourage all first sergeants, regardless of experience, to do the same.        

Thanks for the warm welcome I’ve received from all of you I’ve met so far and I greatly look forward to working with you over the next couple years.

______________________________________________________________________________

First Sergeant Priority SNCOA Attendance  

The issue of giving first sergeants priority to attend the USAF Senior NCO Academy has been raised several times, most recently at the 5th Annual Worldwide First Sergeant’s Conference in Reno.  I recently received feedback that some people felt we “shirts” were blown off on this issue.  Let me assure you that this is not the case at all.  The idea was fully considered by our most senior leaders.  But at the end of the day, after considering all the facts, they decided against the idea.  So you can understand why, here are some of the facts involved - 

The SNCOA will graduate 1600 people this fiscal year.  About 500 of those will be MSgt’s, the rest SMSgt’s.  Next year, the rate will be 800 MSgt’s, 800 SMSgt’s, and that’s where they plan to stabilize.  When looking into this, I discovered something I had not known before - the target of the SNCOA are those SNCO’s they believe will serve longer with the Air Force, rather than all SNCO’s.  By selecting only SMSgt’s and those MSgt’s who got real close last time around, it is hoped that the Air Force will gain a greater return on the considerable investment SNCOA represents.  They hope to have a significant number of their graduate’s serve five to ten more years.  Anyway, we bring about 220 new first sergeants into the career field every year.  Almost all are MSgt’s.  If we were to send all our new MSgt’s over to the SNCOA, we would take nearly half the slots this year, and over 25% next year and every year thereafter.  We also have a significant number of MSgt’s already in the career field who have not attended in-residence (unfortunately we also have a disturbingly high number, as many as 20% in one command, who have not taken the effort to complete the course by correspondence either).  We’d have to take over SNCOA for a year or so.  Another key fact is that the USAF First Sergeant Academy exists specifically to give carefully selected senior enlisted leaders the tools they need to be highly effective first sergeants.  Where it was deemed necessary, some of those tools are the same ones presented at the SNCOA.  

After considerable thought, the judgement of senior leaders including the Chief Master Sergeant of the Air Force and the Commandant of the Senior NCO Academy was that it is not in the Air Force’s best interest to focus so much of it’s senior enlisted PME on just this one group.  

Now, a little commentary on why as a first sergeant, and a recent graduate of the SNCOA, I agree with this decision.  In my opinion, first sergeants are about the least of the Air Force’s PME concern.  In almost every case you all are proven leaders and managers.  If you weren’t, we wouldn’t have selected you to be a first sergeant.  Yes, the SNCOA is a good course.  Yes, they teach valuable skills.  If it were an unlimited resource, I’d be the first to insist that all first sergeants attend in conjunction with the First Sergeant Academy.  However, that’s not the case.  The bottom line - The Air Force needs the impact of this very limited resource spread out across the force.  

______________________________________________________________________________
AEF Cycle 2 Sourcing

We are currently neck-deep in AEF Cycle 2 planning.  On Jun 6th, I will brief the 8F000 sourcing plan to the AF leadership.  Here’s the deal for shirts - 

There are four types of units in the AEF concept and each are assigned first sergeant positions somewhat differently; aviation, on-call, expeditionary combat support (ECS), and plus up. 

Aviation - primary flying units that will deploy to either SWA, ONW or Bosnia - they will be manned by their assigned first sergeant.  Should the first sergeant need to be replaced due to personal reasons or due to being deployed too often, their CCM will work it within their wing.

On-call - flying units that will remain at home-station waiting for the word to go.  They too will be manned by their assigned first sergeant.  

ECS - ‘steady-state’ units that currently exist in the AO’s that are manned by different groups of folks from across the Air Force.  These positions will be filled by the tasked wing’s CCM.  The shirts will be handpicked.  Which wings will be tasked and when is what we are currently working on.  

Plus up - the forces that are vulnerable to be called in should more ECS units need to be formed.  First sergeants in the ‘Lead Wing’ are the most vulnerable to be deployed to fill new requirements created in the AO’s.  The good news is that this happens only rarely.  

Cycle 2 begins in Nov ’00 and runs through Mar ’02.  There are ten, paired, AEF’s in each fifteen-month cycle.  There are five 90-day windows, each having two AEF’s assigned, one for Operation Northern Watch and Bosnia, the other for SWA.  For each AEF there is a pool of bases assigned against it.  This is called a ‘bucket.’  Everyone tasked for that 90-day window, regardless of career field, comes from this ‘bucket.’  In that way, each base’s pain is focused into one 90-day window.  After that, they should not be tasked again for a year or more.  Of course there are exceptions to this, especially for low-density, high-demand assets like the U2 and Airborne Command and Control squadrons.  

What we have done is to assign wings to ECS requirements and have handed the documents over to the MAJCOM CCM’s to deconflict and approve.  After making the required fixes, it will be these taskings that I brief to AF.   

So what the heck does this all mean?

First sergeants will be handpicked by their wing CCM’s to fill ECS slots 

MAJCOM CCM’s will hand-pick Chief ECS slots (there is one chief slot in each AEF)

ANG and ARC will each be assigned one squadron at PSAB to man all the time

Aviation shirts will deploy with their own units

AIA will take care of their Intel squadron in SWA

All commands are engaged and will deploy shirts, including 20 from AETC who didn’t used to get to play very much

Every major installation in the Air Force will get at least one first sergeant tasking

Everyone will know ahead of time what their AEF window is, after that, it’s a free ride

The AEF concept is confusing at first, but the more I learn about it the more I like it.  It answers several key concerns we’ve experienced over the last ten years and will open the opportunity to deploy to folks who didn’t get the chance before.  More to follow.

“Future Force” Key To Air Force
By Chief Master Sgt. Ronald G. Kriete
Air Combat Command

I am often asked about the Air Force and what makes it so successful in transforming young men and women into self-assured, responsible and courageous leaders. And I tell them, it's because from the moment we raise our hands and recite that patriotic oath at the time of our enlistment; we fervently believe that we belong to a cause that is larger than ourselves. 

The words, "... I will support and defend the Constitution of the United States against all enemies, foreign, and domestic ...," reminds us that when we took our oath, we pledged our allegiance to the Constitution and the nation -- they are what we serve. Do you remember the place and time when you recited those words? The lump in your throat, as you committed your life to preserve the rights and freedoms of others? Well, maybe you didn't know this, but our Air Force is having a difficult time getting our nations' citizens to take on that noble and courageous call to duty. 

Our Air Force has issued a call to help bring in new recruits. Whether you realize it or not, each and every one of us owes it to our nation to keep a strong and viable Air Force. We can do this by remembering we are all recruiters and we unknowingly recruit all the time. Anytime someone knows you are involved with the Air Force, active duty or civilian, you are recruiting. Every conversation you have, even the most casual conversation while you fill your vehicle with gas or order at a fast-food restaurant, can have a far-reaching impact on recruiting. Wearing your uniform proudly as you travel from one TDY location to another can unknowingly place that patriotic seed in someone's mind and make them think about the Armed Forces, specifically the Air Force, and their call to duty. 

We at Davis-Monthan are fervently taking on this issue. Our program to get new recruits into the Air Force is called "Future Force." We are implementing this in every squadron by having them adopt a high school. The objective is to get out there and show these high school students what the Air Force has to offer. You, too, can sign up through your squadron POCs to give speeches at the schools, bring interested students to your work place for a tour, or talk to informal groups. Whether you're career Air Force or serving one or two terms, we need you to get involved. Civilians, officers and enlisted -- take on the challenge of "Future Force" and recruit one new person to active duty! To find out how you can get involved or assist in this noble and worthwhile cause, call your base or wing public affairs office. 

Twenty-plus years ago when a young man walked into my high school wearing his sharp, crisp, professional-looking uniform, little did I know that would be a turning point in my life -- to serve my country. When I raised my hand and pledged my allegiance to my country, I became the "Future Force," -- that was "then." It is now our turn to ensure the most respected Air Force around the world has a "Future Force," -- right now. Commit to this worthwhile cause and make a difference. You'll be glad you did. [Chief Kriete is the Command Chief Master Sergeant, 355th Wing, Davis-Monthan Air Force Base, Ariz.]
______________________________________________________________________________

Trip Report

(Editor’s note - This was an excellent trip report.  I felt it was worth sharing)

FROM:  77 SFS/CCF


   6028 Price Ave


   McClellan AFB CA 95652-1259

SUBJECT:  Trip Report, Deployment to Prince Sultan AB, Kingdom of Saudi Arabia

PURPOSE:  This after action trip report summarizes people issues during my scheduled rotation to Prince Sultan AB, Kingdom of Saudi Arabia, in support of Operation SOUTHERN WATCH from 21 Nov 99-3 Mar 00 as First Sergeant for the 363d Expeditionary Maintenance Squadron.

ARRIVAL:  I arrived in the AOR on an individual tasking under Palace Tenure.  The system in place for the reception of newly assigned personnel is very streamlined and effective.  Personnel are met by their respective unit shirt and immediately bedded down after 20-plus hours of travel.  At the end of my tour, we were beginning the AEF process, changing out 3,500 personnel over a 3+-week period.  It will be vital that the First Sergeant arrives with the lead wing’s ADVON team.

PROBLEMS ENCOUNTERED/SOLUTIONS:  

a)  By far the biggest problem encountered was knowing exactly who was arriving on what date, their rank, and gender.  Most of the time we found out when the aircraft hit the ground.  TMO did their best to send units the pre-manifest for the aircraft, but it only contained the rank, name, and branch of service for individuals booked on the flight.  As the shirt for a large unit (370 personnel), it was extremely overbearing to bump the names of 400+ passengers against a 370 person manning document.  Solution; when the rotator closes it’s doors in Baltimore it will be at least 12-hours before the aircraft arrives in the AOR.  AMC representatives take a copy of orders from every person traveling when they check in and enter their data into the manifest.  Adding one more pieces of data, namely the UTC number, and e-mailing/faxing it to the AOR in an Excel or Access document format will allow units to identify in-bounds with the stroke of a few computer keys.  Identifying individuals by UTC instead of names will identify any last minute personnel changes.  This is an ongoing issue, previously identified in a trip report submitted by MSgt Mike Rennie, 377 MDG/CF, dated 10 Aug 99.

b)  Individuals continue to arrive in the AOR without uniforms or the required chemical warfare equipment.  They were also arriving in the AOR over-due on their Anthrax shots.  The most common reason is that their uniforms were on order, but did not come in yet.  This is hard to believe, as I am stationed at a closure base and had no problems securing the proper uniforms/equipment.  Also, the wing has started doing chem exercises requiring the wear of the mask, hood, and gloves.  Members had to break into real world gear (gloves and hoods).  In some cases, this meant having to break sealed bags.  Solution; lead wings need to identify uniform/equipment requirements well in advance of their scheduled deployments.  Training gloves/inserts/hoods need to be added to equipment checklists to prevent unnecessary waste of money.  Shot records should be screened during members final base out-processing to ensure they’re up to date.

c)  Units are sending individuals to the AOR with unresolved severe family/emotional problems.  During my tour, we had to early return 2 individuals because their spouses were suffering from long and documented histories of mental illness and were in the process of being committed to a mental health institution, leaving no one to care for their infant/toddler children.  In another instance, home station sent a troop (AMMO) going through a very messy and nasty divorce and custody battle.  Said troop was informed by their spouse that she was applying for early return of dependents to the CONUS.  They had an argument over the phone and were cut off.  Spouse contacted home station 1st Sgt who in turn contacted me.  Home station said that they were worried because the troop was a “hot-head” and tended to thrash out with their anger.  When asked why a troop with this type of history was sent to the AOR, the reply was “it’s their turn.”  Solution; home units need to do a better job of screening their folks prior to sending them off.  Not only is it unfair to the troop they send to the AOR, but it’s unfair to the gaining unit, and to the individual that gets a short notice notification that they’ll be deploying to replace the first one when they are returned home.  We owe it to our people to get it right the first time.

d)  Emergency leave, while not a major issue, is another source of frustration.  It’s important for us to educate our people before they depart home station about the emergency leave process.  With few exceptions, once we are notified by the Red Cross of an emergent situation, it is usually 3-days or more before an individual arrives home.  Much of this is beyond our control because of the airlift schedule.  Also, strict interpretation of the leave AFI is a must, due to our mission.  Explaining to a young airman or NCO that a grandparent they were very close to has passed on, then informing them they will not be able to attend the funeral because they are in the AOR and you don’t have the option of sending them on ordinary leave is no picnic, and that is not the time for them to find this out.

e)  Pre-deployment information:  Personnel continue to arrive in the AOR ill informed about the type and level of services available.  Most often it was about the financial services available.  About 5% come to us believing that there are ATMs available for cash withdrawal’s and bring only their personal ATM cards or their Gov’t Travel Card.  Others arrive and expect the same type of services available from their local MPF, namely career actions like re-enlistment’s, extensions, or retirements.  They get frustrated when they’re told to contact their home station/unit to accomplish this, then fax it for the appropriate signatures.  Solution; every MPF readiness flight should be briefing the information contained in the 363 AEW right start guide, which is available on the web. 

OTHER OBSERVATIONS:
a.)  Aside from the items mentioned above, there are some very good things happening at PSAB.  Overall, there were very few major disciplinary problems encountered during the tour.  I credit this to the pro-active approach taken by the senior leadership of the wing.  They take the time to listen to the concerns of their people and act on their suggestions in a timely fashion.  They made it easy for their troops to concentrate on their mission.  

b.)  The Services folks were outstanding!  They had so many events going on, our troops had no problem occupying their spare time.  Over the holiday period, there was so much going on, no one could possibly attend every function.  The New Years party was one of the best I’ve been to.  They had an intramural sports program, sponsored several wing sports days, 24/7 movies, and provided the units with first rate customer service in planning barbecues and other special events.  The Riyadh Tours were a big hit.  I wish there could have been more, but understand the limitations for force protection reasons.  

c.)  On a personal note, I did see one more thing that concerned me personally.  During my tour, and I’m told the previous one as well, there were a few shirts that had less than 1-year experience wearing the diamond.  This put them behind the power curve early, as they tended to get caught up in the process instead of the goal.  We did our best as a council to bring them along and educate them, but as the wing commander puts it, “we’re sent to the AOR to do our jobs, not to get training.”  If at all possible, I recommend deployed shirts have at least 18-months under their belts.

CONCLUSIONS:  This tour of 90+ days was extremely busy.  From meeting and bedding down the troops, to enforcing discipline, to getting that troop out on emergency leave as soon as possible, we as shirts get to interact with our troops in ways that aren’t possible anywhere else.  The personnel turnover was unbelievable!  The shirts I had the opportunity to serve with were some of the best I’ve ever worked with in my 6-years of shirt duty.  Whatever the problem was, we attacked it as a team and resolved it.  This was an extremely rewarding tour.  If you truly want to know what being a USAF First Sergeant is all about, this, or any other contingency tasking, will surely educate you.

If there are any questions, I can be reached at DSN 633-6706, or via e-mail at john.running@mcclellan.af.mil.










~Signed~








JOHN R. RUNNING, Jr., MSgt, USAF








First Sergeant, 77th Security Forces Sq

______________________________________________________________________________

First Sergeant Manning

CMSgt       110%

SMSgt       142%

MSgt           85%

Total            96%

This is good manning for us.  We are healthy, and there is certainly no justification for lowering our standards or granting mass waivers to fill billets.  The thing about us is that we have to recruit 220 or so new first sergeants every year to stay healthy.  That’s always a lot of work.  Please continue to keep your eyes open for sharp MSgt’s who might be interested in volunteering.    

______________________________________________________________________________

As always, we solicit articles and other items from the field for inclusion in the First Sergeant Journal.  Please route submissions through your Command Chief Master Sergeant.

______________________________________________________________________________

MSgt Bruder, NEADS/CCF, ( DSN 587-6120) is looking for outlets of quality military memorabilia to use for recognition programs.  If you have a place you use and would recommend, please contact him at BruderD@neads.ang.af.mil

