FORCE DEVELOPMENT FOCUS #1

23 September 2004

Fellow Manpower and Personnel Professionals,

This is the first of many communications I plan to have with members of the Air Force's Manpower and Personnel community during my tenure as the Deputy Chief of Staff, Personnel.  I hope to see many of you in person and get your input on our efforts, but I will also use these "think pieces" to keep you abreast of where we're headed from my perspective.  First, let me tell you how genuinely excited I am about this opportunity to work with you as we take on the many challenges of our Air Force.  The Air Force is first and foremost about people, Airmen upholding the commitment they've made to support and defend the Constitution of the United States of America.  As those tasked with the responsibility of accessing, training, educating and developing these Airmen, we have a great responsibility.  I'm proud to be a part of it.

As I look at where we are in regard to our people resource, and the challenges ahead, I see five rather large themes that will dominate what we do today and for several years into the future.   Let me give you a thumbnail sketch of each of these here, and we will have more detailed discussions as we go forward.  You will see that they are all related, and I don't think it is appropriate to prioritize them--they're all extremely important.  They are Force Development, Force Shaping, Personnel Services Delivery, the National Security Personnel System, and what I will refer to as the Culture of Airmen.

Force Development

Force development encompasses all the things we do to prepare individuals to be the right Airman, in the right place, at the right time.  The Air Force has had great leaders--enlisted, officer and civilian--from its inception, but we want to ensure that we will always have great leaders by deliberately developing people to their full potential.  This should start when they arrive at an accession source and be ongoing to the end of their active duty careers.  This development will include core competencies in technical specialties, but will be complemented throughout the Airman's career by continued development in a set of enduring competencies that are to be the identifying mark of all professional Airmen.  Clearly, the potential of individuals varies, but we owe all our people the opportunity to develop to their maximum potential.  Early on, this development will be at the tactical level, and will focus on skills training and developing the technical expertise that will be the foundation of their careers as Airmen.  As they mature, they will assume positions of greater responsibility and their ability to form and lead teams will become extremely important at the operational level.  And, as they become more senior they will need the skills required to lead the organization as senior functional managers, functional authorities and commanders--this is strategic development.  Some of this development will be accomplished very formally while some will be more informal, but in neither case can it be accidental!  It must be deliberate.  What this means, among other things, is that we have to continue to develop leaders who can effectively develop followers--by example, through mentoring, counseling and feedback sessions.  This portion of leadership includes the development of those enduring competencies of personal, team and institutional leadership.   The intent of Force Development is to institutionalize the practice of development as part of the Air Force culture.  You'll hear much more about this.  In the interim, you should read, understand and internalize the concepts outlined in Air Force Doctrine Document 1-1, entitled Leadership and Force Development.

Force Shaping

From a larger, institutional perspective, we need to shape our force to ensure we have the right skills and experience wherever it is needed.  You are all aware that we are currently about 20,000 above our congressionally authorized endstrength.  There are lots of reasons why we are in this condition--unconstrained recruiting in the early years of this decade, an uncertain economy that slowed separations, a surge of patriotism and institution of two periods of Stop Loss following the 9/ll attack--but now we need to get back within our authorized endstrength.  Being 20,000 over endstrength costs us in excess of $2 Billion per year...we can provide a lot of training and equipping for a properly sized force with that kind of money!  We have instituted an array of measures designed to give people choices, while ensuring that we trim our overage career fields and bolster those that have been chronically under strength.  Individuals in overage Air Force Specialty Codes will have the option of cross-training to an undermanned AFSC, transitioning to the Air Reserve Component, going to the U.S. Army via inter-service transfer, or separating from the service.  At the same time, we will access about 11,000 fewer non-prior service Airmen in fiscal year 2005.  Central to this effort will be a Career Job Reservation program.  This is a force-shaping tool, which will become an ongoing part of force management for the foreseeable future.  Balancing skills at the first term re-enlistment point is absolutely critical to shaping the force for the future.  While we are facing a huge challenge in returning to endstrength over the next fiscal year, force shaping must be an ongoing, constant effort.  We have instituted monthly meetings with Career Field Managers at the Air Staff to discuss the health of our AFSCs, and together we will continue the effort to ensure we have the right skill sets and experience to meet mission requirements.  You all need to become intimately familiar with all aspects of force shaping, and be able to articulate it to anyone needing information about it.

As we look at the shaping of all the Air Force's career fields, we're starting with our own.  This is an important effort, but I am not sure it is well understood, even among manpower and personnel professionals.  Let me give you some background.  Several years ago, in response to the President's Management Agenda, the services were asked to look at all their processes with the aim of becoming more effective, more efficient, and more performance-based.  The Air Force manpower and personnel community took this guidance seriously.  At the same time our Chief of Staff, General Jumper, asked us to become more AEF-focused.  In other words, focus on what it takes to support the AEF, then work your way back to the garrison requirement.  That is a significant mindset change from the Cold War paradigm of the past 45 years.  We also took that seriously.

Here's how we need to apply these concepts.  We should first look at what it takes to deploy the AEF with a  "120 days in 20 months" rotation cycle.  Then, we should ask ourselves...Is this enough to support the garrison also?  If not, what remaining requirement for garrison support requires a uniformed individual?  If it requires a uniformed individual, does that individual have to be active duty, or could that Airman be a member of the ARC?  If it is not a uniform requirement, is it an inherently governmental function or could it be outsourced?  This very important mental exercise is critical to determining how big the active duty Air Force really needs to be!

Personnel Services Delivery

A natural part of the mental exercise to determine what kinds of people we need is the determination of how we do our business.  For our entire Air Force history we have provided personnel services primarily through face-to-face contact--and we do it well!  However, as we strive to be more effective and efficient, we have to question whether this is the best use of a precious resource.  When we look at all the services we provide, many of these services are transactional in nature.  They do not really require face-to-face contact with another individual.  Updating of emergency data cards is just one example.  Why should an Airman drive to the MPF to accomplish a task that can be accomplished from an office computer in a matter of minutes?  And..... there are MANY processes similar to that. We estimate that 80-90% of personnel functions can be accomplished over the WEB or through a contact center.  But are we taking the PERSON out of PERSONNEL?!?!  Absolutely not.  We're going to train and develop manpower and personnel professionals to be the commander's experts on the parts of "personnel" that really require personal interaction, and do the purely transactional things via more efficient means.

But if we're not doing those transactional things any more, aren't we, in effect, disbanding the personnel career field?!?  No.  Actually, we're making personnel professionals more valuable than ever.  Think 

about this.  How many companies in the world must access, train, develop, manage, and transfer to anywhere in the world on a moment's notice, in excess of 360,000 people?  The answer is none.  Does the ability to accomplish this task require mastery of a body of knowledge in management and leadership of people?  Of course it does.  We will always need a corps of highly trained, deliberately developed manpower and personnel experts to ensure that warfighting commanders are equipped with the very best possible people.  Nothing will change that.  In fact, with the advent of the National Security Personnel 

System for civilian employees, and the growing complexity of our global responsibilities, leadership and management of the people resource becomes more, not less, critical.  And many of you will become the experts who are absolutely indispensable to commanders.  Can we do it with fewer people by re-engineering our processes?  Clearly we can and we will.  What will happen to the extra personnelists?  They will have the opportunity to continue to contribute using newly acquired skills of which we are in short supply.  Bottomline:  this is the right thing to do.  We will add value to the enterprise, and you will make that happen.

National Security Personnel System

As we shape our total force to meet the challenges of the 21st century, the civilian component of the force will become even more vital.  In recognition of this fact, and in response to Department of Defense requests for greater flexibility in management of the civilian force, Congress passed the National Security Personnel System.  We now have the authority to design and develop a new civilian personnel management system for the Department; one that is responsive to the unique requirements of the Department of Defense.  The process to design and develop the new system is well under way, and the Air Force is fully engaged.  We have a very aggressive schedule, which calls for implementation to begin in the summer of 05.  The design, development, and implementation of the National Security Personnel System within the AF is the most significant event impacting civilian personnel management in 25 years, and represents an opportunity to create a system which enables full integration of this key component of our total force.  Our civilian personnel specialists are examining our civilian personnel system from top to bottom, and fundamental changes in staffing, performance management/evaluation, labor-management relations, and employee appeals are on the table.  While basic merit system principles and benefits and entitlements will not be affected, the way we manage our civilian workforce will undergo significant changes.  Doing this right is vital to our ability to prosecute the Global War on Terrorism.  It will demand the best of our team, and represents a major challenge and opportunity.   

Culture of Airmen

Finally, the Culture of Airmen.  What is it?  It's that ethos, that innate sense that we are Airmen with a mission bigger than ourselves, and that we keep faith with our fellow Airmen, up and down the chain of command, to form an unbeatable team.  Why do I say "Culture of Airmen", as if it were a thing apart from other aspects of our cultural experience? Because it is.  We are a distinct part of the American culture that must fight and win the nation's wars.  We are expected to represent the very best American society, and that society holds us to a higher standard.  We like it that way.

Unfortunately, this elevated standard is not necessarily natural.  We must instill, nurture and sustain this culture in ourselves and the Airmen we lead.  Our foundation for this culture is our core values...integrity, service, excellence.  And, inherent in these values is the concept of respect.  Respect for ourselves, for the Air Force and its values and standards, and for each other.  Making this culture, this ethos, a part of our force is critical to our effectiveness.  It is positive and powerful.  It tells us what we are supposed to be and how we are to conduct ourselves.  It also tells us what we are not...we do not lie, cheat, steal or take advantage of each other.  No Airman should ever be in fear of another.  We value ourselves, our Air Force and each other.

In the coming weeks and months, you will see renewed emphasis on these concepts.  We will refresh our focus on our values, we will remind ourselves of our standards, and we will ensure we have the processes in place to support those Airmen who are harmed by individuals who obviously have not embraced the standards Airmen live by.

This has been an overview of important issues we will work together over the next few years.  I will address them individually in more detail as we go forward.  I am very grateful for the opportunity to serve in this capacity, and I look forward to working with you to make our Air Force even better tomorrow than it is today.

Roger Brady

Lt Gen, USAF
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