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Special Duty Manager Update

SMSgt Chris Anthony

Greetings First Sergeants,

This year’s World-Wide First Sergeant Conference was a great success.  I hope by now you have all been briefed and you’ve put the information to good use.  Our working groups did a great job this year.  Each group provided outstanding input that is being utilized/staffed at various levels.  Expect a full update in December.

By now, I’m sure most of you are aware of the new First Sergeant Selection Process (FSSP).  I certainly hope that you all knew we were taking a hard look at ways to fill our vacancies.  If this caught you completely unaware, I suggest you have a conversation with the first sergeant that represented you at the various first sergeant conferences this year as well as your CCM.   I assure you it was discussed at each conference in great depth.  

The phone has been ringing and the old outlook inbox is bulging.  I know there are many details not covered in the CMSAF’s Enlisted Perspective and various news releases.  I’ll do my best to give you the latest and greatest so you will be able to discuss the issue with your units.  Expect specific details and guidance to hit your MPF sometime after 1 November in the form of an MPFM.  

As we transition into this new process, I ask for your full support.  Without your support, even a central selection process will fail.  As you interview these candidates, as well as any that come see you about volunteering, take the time to show them what the duty is all about.  I've never met a first sergeant who didn't think he/she had the best job in the Air Force.  How can we not pass that on.  These individuals we’re about to identify are among our best.  They'll succeed.  All they need it a little mentorship and guidance.

____________________________________________________________________________

FSA Commandant’s Perspective

CMSgt Sandra Williams

Air Force leadership has sent a clear message...first sergeants are a key enlisted leadership position and we must maintain this special duty at 100 percent.  As we begin the new first sergeant selection process to help us achieve that goal, we cannot forget the importance of actively recruiting volunteers for this special duty.  As USAF first sergeants, we have a responsibility to guide, mentor and encourage our personnel to take advantage of opportunities.  Those of us wearing the diamond are in the best position to recruit volunteers.  Some first sergeant councils have taken recruitment efforts to new levels by conducting first sergeant recruitment seminars.  I have attended several and have found this to be very productive.  In addition, we have placed a link (recruitment tools) on our web site to assist you.  Bottom Line.... sometimes a MSgt just needs encouragement to apply for this special duty.  I can honestly say my experiences as a first sergeant provided me opportunities I never would have had if I remained in my AFSC.    Someone once asked me "how do you sell the duty chief?"  That's easy....look at our Air Force emblem and the diamond it rests on...service before self.  We are servants...and there is no other MSgt position that provides the breadth of experience, impact on

enlisted corps and squadron/wing impact as that of a first sergeant.  Want to make a positive difference for our special duty?  Do your part to recruit a volunteer.  It's up to each one of us to recruit our replacement.  Thank you for all you do day-to-day and all the support you provide our newest USAF first sergeants and your USAF First Sergeant Academy.

_____________________________________________________________________________

First Sergeant Selection Process (FSSP)

SMSgt Chris Anthony

To keep this short and simple, I’m not going to cover the data that was used to make this decision.  If you go to the website, you can review the slides I used to brief this issue at the conference in August.  If they don’t make sense, or you have questions, ask your conference representative to sit down with you and discuss the data.  If you still have questions, feel free to drop me an e-mail or phone call.

During the conference, this was a big issue.  CMSAF Murray met with all of our Chief First Sergeants who were at the conference, and the First Sergeant Manpower Standard Issue Group evaluated our proposal for a new selection process.  The feedback from each group supported the plan in light of our failure to meet quotas.  We then took the issue to the MAJCOM CCMs for consideration.  During that meeting, the CCMs requested a little time to go back and evaluate their MAJCOM’s ability to get enough volunteers.

In September, we again met with the MAJCOM CCMs.  The consensus was that they could not meet the quotas.  There simply were not enough volunteers to sustain the requirements.  Following that meeting, CMSAF Murray coordinated the proposal with the CSAF and MAJCOM Commanders.  The support was unanimous and the rest is history.  

I know many of you are getting inundated with phone calls and questions about the process, so I’ll try to outline the process for you.

Volunteers are the Foundation

If you read the Enlisted Perspective, you know that the preferred method to fill the first sergeant ranks is through volunteerism.  Master sergeants may volunteer to be first sergeants just as they have always been able to.  The criteria for the duty have not changed.  Individuals must meet the requirements of AFI 36-2113 and the SPECAT guide.  The application process is being changed, which I’ll cover a little later, but everything else remains.  I’m getting lots of calls and e-mails from individuals who want their name on the list.  Please get the word out; it does not have to be on the list for them to be first sergeants.

As you already know, volunteers only filled two-thirds of our requirements last year.  To fill that void, we designed the new FSSP.  As we speak, AFPC is scrubbing a list of master sergeants to come up with a candidate pool.  Our goal is to only select those master sergeants whose records indicate that they have the capability to succeed as first sergeants.  In addition to the outstanding records, individuals have to be PCS eligible.  Out of over 17,000 master sergeants, there are more than 400 of them that meet the selection criteria.  To get the list down to a manageable size we used the following criteria:

2 years TOS (CONUS)

Within 18 months of DEROS (Overseas)

17 years or less TIS

1 year TIG

Rating of 5 on their last 5 EPRs

Completed SNCOA by correspondence

As a result, we came up with a list of approximately 400 master sergeants.  AFPC functional managers are scrubbing the list to determine who can be released.  The final list will arrive at MPFs on or after 1 November 03.  These individuals will then be required to complete the first sergeant application process.  As they go through the application process, they may identify themselves as a volunteer to ensure they make the final selection.  Those individuals who make it through the process will be prioritized by TOS and the 120 most eligible will be assigned a First Sergeant Academy class date.  

Remember!  We are not changing the criteria required to become a first sergeant.  Those wishing to volunteer for first sergeant duty must meet criteria in AFI 36-2113 and the SPECAT.  The criteria above was selected to narrow down a large list to a small, manageable list of individuals we know can succeed as first sergeants.

Don’t let up on your recruiting efforts

The new FSSP does not mean we can back off our recruiting efforts.  In fact, it is essential that we continue the push.  I can’t say it any better than Chief Williams did above.  Our numbers are on the decline and it’s going to take a sustained push of 50+ students per class at the academy to get the special duty healthy.  Following the first sergeant conference, you all stepped up to the challenge and filled the January 04 class with 57 students.  But if you look at our manning numbers below, you’ll see that we gain four master sergeants, but have a net loss of seven first sergeants in April 2004.  Between now and then, 94 new first sergeants will graduate from the FSA.  The fact that January is a high retirement month does play into that, but if you’ve been watching our numbers lately you know we can’t ignore the trend.  To reach our goal, we need 30+ volunteers per class which will give us 50+ when we add those being selected for the duty.  Lower volunteer rates will result in a higher number of those “selectively recruited”.
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Grade

Auth/Asgn/%



*Auth/Asgn/%

CMSgt

62/85/137%



61/80/131% 

SMSgt

235/301/128%



235/295/126%

MSgt

960/751/78%



960/755/79%

Total

1257/1137/90%


1256/1130/89%

* Promotion releases for Chief and Senior will impact the April 04 projections.

Application Procedures

The application procedures have been streamlined and applies to first sergeant applicants who are volunteers as well as those identified by AFPC as first sergeant candidates.  Commanders must process all first sergeant applications they receive, whether they are selected by AFPC, or they come forward as volunteers.  The only difference is that those who are identified by AFPC have been approved for release from their AFSC already.  

Applicants print a Special Duty application form from the AFPC website and submit it along with all required documents to their unit commander.  The First Sergeant will conduct an interview and orientation briefing.  The commander will then interview the applicant.  The unit commander will sign the special duty application (refer to SPECAT Guide item B1).  

Commanders must provide specific justification when recommending disapproval.  Commanders may not recommend disapproval solely based on local manning.  They can request operational deferment based on mission requirements, or even exception from the program if the candidate possesses unique skill sets.  (Remember, those selected by AFPC have already been released by the AFSC).  Justification for deferment/exemption requests will be made via separate memorandum and endorsed by the wing commander.  Commanders may request the candidate receive training within a specific timeframe.  For example, "The unit will undergo an ORI in May 2004.  MSgt Roe is playing a key role in preparation for this inspection.  Request MSgt Roe attend training after 1 Jun 2004."

Unit commanders forward the completed package to the Installation CCM.  The CCM will interview the applicant, prepare the electronic application, and provide recommendation in Part III.  If not recommending an applicant for first sergeant duty, include specific statements that disqualify the member.

CCM will forward the electronic form to the wing commander for endorsement.  The package is then forwarded to the MAJCOM CCM for review.  MAJCOM CCMs will review, endorse and forward the candidate application to HQ AFPC/DPAAD2 for processing.

Orientation/Interview vs. Shadow/Board

We've deleted the shadow program and formal board process.  I've received several questions about this decision, so I'll try to give you the reasons and a bit of philosophy.  The first discussions about these changes began when we began exploring a central selection process.  Timeliness is the main issue.  Anytime you do a central selection, it has to be expeditious because the individuals identified are frozen by AFPC for assignment action.  Requiring a 30-day shadow program and formal board process would extend that timeframe beyond an acceptable period.  

The purpose of the shadow program is to familiarize an individual with first sergeant duty.  While the degree of knowledge an individual has about first sergeant duty may vary, I'm pretty confident that there are no master sergeants out there that don't have a good idea of what we do.  Any gaps can be filled in much less than 30 days.  Some have tried to turn the shadow program into an OJT program.  While I applaud the efforts, it is not a prerequisite of the First Sergeant Academy.    The schoolhouse is designed to teach SNCOs with basic SNCO knowledge and skills the addition knowledge and skills needed to perform as first sergeants.  Additionally, 30 days is a long time to be away from the duty section.  Throw in more than a couple of applicants and any sense of timeliness is gone.

The formal First Sergeant Selection Board was the hardest to delete, for me anyway.  I'm a big believer in tradition, and the board definitely is a tradition.  However, I also believe that if a tradition becomes more of a hindrance than the benefits it provides, it's time to get rid of it.  Our current process has served us well short of filling the vacancies.  However, the board has become a simple technicality in most cases.  Applicants are coached on what they can say and what they can't say to make a good impression.  We like to think the board process screens out all those that should not be shirts, but it's not infallible.  (Never found anyone who thought so).  I've resorted to everything short of screaming and yelling during board deliberations trying to vote out more than one applicant that I thought was not worthy, but was approved by the board anyway.  Almost all of them have turned out to be great first sergeants.  I, along with two other shirts and a commander, pushed hard to convince a CCM to approve an individual he thought was not right for the job.  He did, and it was a choice we all lived to regret.  Most all of you have similar stories.  

It's also disturbing to hear about some of the interrogation boards that go on.  I asked the last graduating class at the academy how many boards went beyond two hours.  Almost half had, with a couple extending to near four hours.  Some of the scenarios these individuals were put through would have failed the most experienced first sergeants.  It's all done in the name of determining how they think on their feet.  It isn't appropriate to ask someone to think on their feet when they haven't had the training and education to do so.  The board is a timeliness issue as well.  Finding time on three first sergeants, the CCM, and a squadron commander's calendar to do a board is hard with today's tempo.  

Bottom line, no one is going to get to the First Sergeant Academy without a thorough scrub by a first sergeant, commander, and CCM.  Supervisors and unit Chiefs will certainly provide input to all levels.  Nothing prohibits requiring individuals to shadow briefly and interview or spend a little time with individuals who may provide needed guidance and mentoring.  The purpose of the orientation/interview process is to ensure first sergeant applicants are familiar with the duties they are pursuing, and that their records and duty performance indicate they are capable of being trained and performing as unit first sergeants.  CCMs should ensure this process is adequate on an individual basis and tailor as needed.  CCMs shall not develop blanket processes for all applicants.  While it is understood and accepted that some applicants will take longer than others, timeliness is the key issue.

AFI 36-2113 rewrite

The instruction is being rewritten to reflect the latest changes.  Expect it sometime after the first of the year.  Instructions provided in the MPFM will serve an interim guidance until the AFI is released.  I will also include an interview template for use by first sergeants, commanders and command chiefs.  

_____________________________________________________________________________

PAY RAISE!!!!

Effective 1 Oct 03, SDAP rates increased to the following amounts:
 

SD-1    $75

SD-2    $150 (1st Sgts)

SD-3    $225 (CCMs)

SD-4    $300

SD-5    $375

SD-6    $450

Don’t forget to mention our special duty pay when talking to potential recruits.
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ABSTRACT
Before aspiring to be a successful leader, one must understand what is "leadership." There are many books and references on leadership, each with their own definition. Yet all of us know leadership when we see it, and we miss it when it's not there. For the sake of being on the same page for this article, leadership is defined as inspiring others to follow your vision, direction, and dream.  In a bigger sense, this means getting people aligned and moving in one direction, the direction that makes a successful mission. This article provides a blend of techniques and practical experience that will provide an Airman, NCO or veteran the best possible foundation to successfully lead, motivate and get the best from their teams.
 

This 12 Step Program for Aspiring Leaders provides a blend of techniques and practical experience that will provide Airmen, NCOs or veterans the best possible foundation to successfully lead, motivate and get the best from their teams. I have cultivated these 12 steps for aspiring leaders to re-enforce what is required to be a successful within the organization and in life. 

 

1.      Never compromise your core values

Most people I have asked in the military say they are inspired to follow leaders who stand for something. These leaders know their core values and are confident about them.  The followers are motivated by the chance to be something greater than themselves, and the leader gives them that opportunity. People want core values in their leadership. There's no faster way for a military leader to tumble than to lose the trust of his or her followers. Our Air Force Core Values of Integrity First, Service Before Self and Excellence in all we do, instills in us this level of commitment and pride that influences our decision making, judgment, and ability to be successful. 

2.      Optimism is a force multiplier 

Be optimistic. Optimism is contagious; so is pessimism. If your team is going to develop a positive, can-do attitude, you will need to set the tone.  

3.      Read leadership biographies 

One of the greatest myths in the definition of leadership is that leaders are born and not made. While specific characteristics of some leaders such as charisma might be considered part of a person's personality, most of the capacities and competencies of leadership can in fact be learned. Developing or enhancing good reading patterns is hard work. It takes discipline and focus. The reward, however, is greater success for yourself and your organization.
4.      Effective skills 

To be a very effective member of the squadron or flight (whether Commander, NCOIC or team member), you need skills in the functions of planning, organizing, leading and coordinating activities. The key is you need to be able to emphasize different skills at different times.

5.      Ask questions and probe

How a leader uses questions is important. Questions are very powerful and can be seen as critical or confrontational if they are not phrased and delivered just right. A good leader certainly tries to ask a lot of questions. Try a variety of approaches. However, sometimes an interest in the facts and a desire to draw out ideas from others can raise defenses and anger others. 

6.      People first, quality always 

Good leadership, like good health, is the result of daily conditioning. What qualities lead to successful motivational management? Planning, teaching, delegating, encouraging independent thinking, team building, listening, and accepting responsibility. These are proven key qualities for becoming an effective leader in our military world.

7.      Lead by Example

People learn by observing and imitating the actions of others military members. Being a good leader yourself is the best way to teach your staff how to be successful in this role. Be fair in your decisions, set attainable goals, admit mistakes and articulate your vision. Developing leadership skills among your staff requires an investment of time and effort, but it pays off in creating long-term employees who recognize and benefit from your efforts in promoting their career growth.

8.      Plan effectively

Write down specific and measurable career goals to make that vision come true. Include time frames and resource requirements needed to reach theses goals.  Be specific when writing these on paper. Review at least quarterly to make sure you are on track.  

9.       Be passionate and motivated  

Perhaps the single most important technique for motivating the people you supervise is to treat them the same way you wish to be treated: as responsible professionals. It sounds simple; just strike the right balance of respect, dignity, fairness, incentive, and guidance, and you will create a motivated, productive, satisfying, and secure work environment.

10.  Find a good mentor

Model your management style after someone who inspires you. This could be another military leader or a long time friend. Does not have to be one person.  Having multiple mentors could be very beneficial.  It's hard work to cut a path through the woods; it is much simpler to walk in someone else's tracks. What do you dream of? In your wildest imagination, what do you see yourself doing? Now, what is standing between you and that dream?  The answer is leadership. 

1. 11.  Know your strengths and weaknesses

Understanding your strengths and weaknesses creates a great opportunity to grow in the military as an individual and as a leader. If the leader stops growing then the organization stops growing as well. Organizations with leaders who openly understand and develop their strengths and weaknesses create an environment where everyone else will do the same. As the leader grows, so grows the people and as the people grow, so grows the organization. 

2. 12.  Never stop learning

The Air Force offers several professional military education opportunities for each aspiring leader to excel. Take advantage of these programs and seek out other types of formal training programs in the civilian world. 

 

References:

· www.cio.com/research/leadership/ 

· Ten Mistakes CIOs too Often Make, by Susan H. Cramm 

· www.injoy.comThe 21 Irrefutable Laws of Leadership. Dr. John Maxwell 

· Air Force Life Experience, 732d Airlift Squadron, SMSgt Michael Ferraro

_____________________________________________________________________________

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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