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ABSTRACT 

Th~ intent of th i s Indepen~ent Study is to analyze the 

present per onne l manag eme n t in the 91s~r 'l Operati ons. The 

study i s p rim rily oriented toNard present organizati on ans. 

p i cJ as ou tlined in fa.ir Force manuals and regulations . It 

i s int encJe d to a.;1a lyze the :format i on of current pol ic ies and 

~ . . 
08 C lS l Ons . Thi s · e port 1:1i l l a t t empt to e:<plain the opera .. i01 

o · the pre::;ent .:.)ys t em and its effectiveness . The report 2.lso 

ho peG t o recommend an alternative me thod better oriented t o-

1.·. a·'"'d mod e · n n2. li tary managen.e1~t . 
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CHAP1.12R I 

I liTRODUCTI O'.\i 

Pers onne l r anagement has l ona been reco~nized a s an im

portan t part of the overal l rnanagemen t of a firm or or gan · z-

a t ion . 

iza t:i.on . 

Thi.-, s t a tement also holds true i n a mili tar.1 o:.. gan

In ·t he Air Forc e , ucces s is measured by the f 1l -

fi l lme1 t o f mi ~s ion o1 jectives , conmon l y call ed the mi s s io~ . 

The , ' Cc ess or fail 11re of the mi~ c: i on is s ometimes the sole 

crite:cia u ec. to evaluate t he e1fec t i veness of a unit . From 

t hi.. , one can s ee thP. impor t ance of effective uti li zation of 

human r es ou·~ces , especial ly· i n t oday ' s volun t e e r Armed Forces . 

. s Chrud en and Sherman stated : "The e .. f i_ cienc y 'Ni th 'Nhi c h 

any or ~a~ization can be operated wil l depe nd t o a cons i derable 

mea urc upon hos e f . ect · rely i t pers onnel can be managed a nd 

ut · lized ."1 

The primary area of c onc er n f or this paper i s the 91 St rat egic 

~issi le Wing ( SMW ) based a t Minot Ai r For ce Base , North Dakota . 

The mission of t he 91S .. 11
/ 1 s t o ma i ntai n t he capabi lity to 

del iver thermo - nuclear 1eapons against s trategic targets i n 

a ·cordan ce with t he J oint Chiefs of St aff ( JCS) Si ngle I nt-

e grated Operation Plan ( ST OP) . To f ulfi l l t hi s miss i on, the 

91Sr~w is responsible f or 150 missiles i n underground si l os . 

1Herbert J . • Chruden and Ar thur ·/ . Sher man , l.Tr . , P~rsonnel 
Man_§..g__e men! , J r d Editi on , p . 1 . 
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The .... e rni_ ...,siles are connected to flfteen v.ndergr om:d Launch 

Control Ce:'l. t cr- ( LCC ' s ) . Each LCC is manned by a r.~issile Ccmbat 

Cre·,1 Com.112.ndc r ( t-1CCC ) and a Depu t y i1.issile Combat Crew Commander 

( D .~cc _, ) . It is the .anag ement of t he se offi cers v,hich i s the 

::;ubje c t of this pa pe r . 

i.'fhi e mos t terms an " abbrev i a t ions are expla:.ned i n the 

may have i.nadvertentl y been omitted . There f ore ,:, ·..-, 
c::;..,1. 

Appendix. o f terms • abbre· iat i ons , ar1d ac~conyms , v,ith their 

exp· a n a t i on is included t o be·t ter prepare the reade r fo~ the 

c ontents of t he aper . 



CHAPTER II 

PRESENT ORGA!IIZA'rI ON AND i\1Af'lAGEr. ENT 

This chapter wil l ex lain the present organization 

structu::'e , its functions p and how it presently manages !.CC . 

PRE:'E lT ORGA~TIZATI01T 

The 91sr 1V/ i s part of the Strategic Air Command ( SAC) 

and ·ts po 0 i tion in the command structure is indicated in 

Fi gure 1. I·t is one of nine wi ngs responsible f or mainta i ning 

part of \merica ' s Intercontinental Ballistic r.1issile ( IC Bf,.~) 

;orc e . A partial organiza·t ion chart for the 91 SMW is shown 

i n Fi gure 2 . There a re two major divis.ions of the wi ng -

operations and maintenance. The operations portion of the 

~ing manages , trains , and s~pports the ~CC. The maintenance 

section provides the necessary personnel and equipment to 

repa ir or re place weapon system components. 

Under the Deputy Commander f or Operations (DO) falls the 

three Tac tic a l Squadrons a s well as the staff to help manage, 

trair1 , and evaluate crew performance . (See Figure 2). This 

is the area of primary concern for this paper. In order to 

better unders tand how the present system operates , a brief 

explanation of each division would be helpful at thi s point. 

Operations Trainine Division (DOT) has the over2ll res

ponsibility for the conduct of all training of nee. It is 

their job ·to insure all crewmembers are trained in all areas 

J 
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requ.::._ rcd r efo:.·e a s.__,1rnpti on of alert d:1 t y . The divi sion 

i ~ als o ~mport a nt in that newly assi gned personnel are ass 

i gned t o on::: o f the three s quadrons through this divis i on . 

This oart of ·the ir utie~ wil l be discussed more fully later . 

The llans an Irtelligence (DOX) division provides the 

necescary t raining i n 1mergency War Order (EWO) procedures . 

The ·e are the plans and act ions the PlCC must be av,are of in 

order t o re c e ive and correctly process orders f rom the President. 

The S t andardizati on (DO') division evaluates all MCC to 

detcrreine i f they are qualified t o assume alert duties. WCC 

are period ical l y eval uated bot h 1n the i i s sile ro-edures 

T.cal.1er ( MP'l1
) ano. 1n t he LCC. The division also ha~ a second 

f unc t i on and that i s t o s tandardize crew procedures and ac"v1ons 

1n a ccorciance wi t h approved weapon system operation. 

The Cod e s Division (DOE) derives and encodes various 

·ystem compo: ents . This is t o prevent unaut horized tampering 

wi t , the s y ._ tern . The codes di vis ion a l so trains both operations 

pers onne 1 and maintenance teams in proper storage and control 

of coded component s . 

The Launch Control Facility ( LCF) Management division 

( DOF) maint ains the l iving quarters and support eq ui µ111c11"t of 

the LCF . The upport is not only f or MCC but f or other per-

s onn e l who work a t each • .L. 

S lt..8 . 

Th e three Tactical Squadrons also fall under the DO . These 

s quadrons may be considered line organizati ons \·1hil e the abo\·e 

mentioned division .... are staff . It is within this f r a:nework , 

then , that the DO must work to ful f ill the mission of ti10 91 sr.:·., . 
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T .E -~CC 

As pr eviousl y e x p l aine d , a I.ICC LS composed of tv/0 officers . 

In o~der ~o bec ome comba t ready , the individuals must cor olete 

a n e.,r t ensi ve t~ain · n g progr am . 'fl: i s beg i ns v,i th a ten week 

co 1· se ~-:no·:in as Op er a ti onal r ead iness Training (ORT) at 

landenberg Air Force a s e , Ca l i forn i a . The prospec t i ve crew

member· mus t t hen compl e~e a l ocal upgrade program in less t han 

s ix 1,-., e e ks , culminating 1n an e'l a l ua tion by DOV to certify 

comhat - 1eady statu · . 

This t r aining is c omposed o.f c l a ssroom and MPT phases . 

ll ~-~CC must neet stri ngent s t andards of perf ormance before 

be i n g dec l a r ed combat - reacly . Test i ng i s us ed ex t ensively t o 

de t ermine: h ow \'l e ll t r a i ning is proceeding . Once a f.1CC f'." is 

dec l ared c ombat- r e a dy , he i s con stantly exposed to a recur

ring t rain ing , testing , and eva lua tion proe;ram to maintain 

his 1i gh degr ee o f' prof i c i ency . Some tests even requir e a 

1 00 pe r cen t score a s a m1n1mum acceptable grade . 

'l'h e hi gh sta n da r ds of performance are necessary because 

o f t 1-1e cri t i c al nature of the job . Hov,ever , this makes the 

pers on n e l ma nagement problem even more diffi cult since these 

s tand a r ds must be met at all times in order to achieve missio1t 

objective s . 

h . h h · · r· · · "'1 r11 here are other factors w 1c ave 2. s1 e,n1 1ca11-c in - ..... -

uenc e on c reN management. A crewmember cannot be under cer

tain typ es of rnedicat~on or any ernotional or physical str ess . 

If this happ ens , he is temporarily disqualified f ror. alert 

du ty . Ce rtifica tion by the f li E:;ht surt;eon ls req~.tired before 
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'- :.~CC .~ is a 1 l o:.red t o r esume normal du.ties. In addition, the 

usual t urnover rate i s approximat ely twenty-five per cent, 

ass u.1 ning a f our year tour and normal reassignment acti ons . 

Thi s resL .l ·js in a c onstant evolving crev, force with a var

i ety of experi ence and training . Also, a number of cre~

memberw a re non-volunteers f or crew duty , generally because 

of the locati on of miss i l e v1ings in northern areas, and the 

clemand i nr_r :req ui ernents of crew duty. Vli th t hese fac tor0 in 

mind , it is n ow time to examine the present management sys 

t em . 

RE0E. "T ~.1AI'!AGEr. ENT SYSTErri 

7he total respons i bility for the management of ~CC falls 

und e:_ t he D) . ~c has c ontrol over training and evaluation 

of crev.rs as v,ell as a direc t lin~c to the three squadron 

commanders under his chain of command . The squadron commander 

a l so ha~ a significan·t amount of decisi on-making authority 

as will be brough·t out l a ter . The org@1ization of the squad

ron iu i llus trated i n Fi qure J. 

There a re numerous manuals and regulations governing 

the management of c r ew r e s ources . One of the mos t often 

r e ferenc e d manuals is SAC Manua l 55- 66 , Vol . I. One of the 

e a rly requirements 1n this mr1nual states : "1.L~ssile ·::ings 

must i n sure eff ective management and qual i ty control of 

policies and requirements established by this and other 

direc t ives ... 2 According to SAC Re gulation 2J- 9 , the -:ai ssion 

of the Director of Operations :is as follows: "Responsi ~l e 

? : f, C Man :.la 1 5 :_,; - (, 6 , .' o 1 • - , p . 1 -1 . 
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f or · 1 a~n ing t or ogra~mi ng , a ~d ef~ective management of ac

tivit i es p rovid ing for the operati on of missi_es , operational 

traini~g e ffe c t ivenes~ f control of miss ile crews, and main

t a ining the highe s t state of combat read i ness. "J This sorne 

v} at broad s a .1-inclus i ve statement ~akes the DO a personnel 

ma n a ge r with enormous and far - reaching power and L1.fluence . 

Hi s decisi on s in manaeemen·t direct ly a ffect the combat read-

ines s of the win g . 

Th e DO depe nd.:::i on :iis various staff agencies as well 

as the three s quadron commanders to help ma21.age missile crews . 

;_ '. JO of these d ivisi on:::; a ls o contain s ome combat crews . These 

are t he '11 ·--a ining Division (DOT) and the Standard izat ion Div -

ision (DOV ) . As previously explained , the two divisions are 

res p onsible f or the trai n ing and evaluation of MCC and the 

d i visi on chi ef~ als o make recommendations to the DO and the 

squad1 on commanders on crew assi gnments , additional tra ining, 

etc . 

Novv, the s quadron commanders are reqili r ed to manage their 

s quadrons to provide MCC for support of the wing ' s mission. 

Formally s tated this becomes "Fulfill the requi rements of 

the Eme r gency War Order ( EWO) as di rec ted by proper command 

authority . " L~ The squadron commander accomplishes this tctsk 

by wor ki ng with h i s f light c ommanders to develop the bes t 

poss ibl e combinat i on of MCC qualifi ed to assume alerts . The 

JsAC Regulation 2J-9, p. 9- h2 . 

4 .-." "' R 1 t· ?J 0 ~~~. egu a ·1on - - / , p . 
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ou a6ron c o nmander .e c i r1 e s t o ··,hich fli ght a ere\'! is as si .o-ned 0 

and t o v:hich cre1.v an indj_ v idual is ass igned . He and the f l ight 

c , mm nd e rs I e r f or m pe- iodic observat i ons of assigned I.ICC to 

monit or thei1· performan ce . The DO/ and DOT division chiefs 

alc o ·oer .form tne same f' .nc .!.; ions to be t t er maintain a pro-

fe si.onal crev,1 forr,e . DOV and DOT crews are selected for 

their su:r e:c · or weapon s y s tem knowled ge and desire for adv

ancement . Their se l ect :ons naturall y come fr om squadron re

s ources . 1rhe compl ex p roblems of managing such a dynamic 

fo r ce ~trLcture wil l be d iscussed in ·the next chapter. 



CHAPTER III 

?ROBLE~·.S SSOC I /l.'l' r::D 'tlI 'rl-i PRESEl.T ORGAN I ZAI1I0h AnD MA TAGE~iE iT 

01-e of the mo s t obvio:;s diff iculties in personnel man

agement of l':CC is t hat there are f ive separate agencies whc 

are su~o1Josed to } 2v e t h e ame mi s si on yet depend o~ one an

o t he:c for per-sonnel an s upport . DOV and DOT d o not have 

. d ""rc e assigne .LA., .. s ( They are some t i mes assigned to Squadrons for 

a drni· 11i! s t 1~a+:,_VP p no - es o 1' ... - J __ -' • ._, . n y i • Ye t, in order to perform thei r 

fun c ti ons , they mL,st be assi gned alerts i n one of t he Squadron 

LCC ' . . The squa rans do not have instructors or evaluators , 

but they mus t " furni sh" personnel to fill these positions 

a S l~ ::, q l J i ·r a c.' C - ·-· V l . Th e quad r on c omnander s ome times may fac e a 

ilernm2. ; form a e re'-"' f or :1is ne ed:-· , or provide a crew to the 

DOV or DO~ d ivision to s atis y wi ng ne ed s . 

There a::. e numerous d i rectives \'thich determi ne the con

strai n ts fo r crew management. One requires main·taining crew 

in t egri ty to the hi g hest degree possible without creating 

. . . . . ' h 1 1 , i neq ui -c 1 es .Ln ·c. e ,..vorJ, oao. This requ ires the formation of 

the max i m1Jm n umbe r of crews from available sources. This 

means tha t a crew i s s cheduled for its a lerts and training 

toge th e r a opposed to a c ommander from one c r ew d~ s patche<l 

on a l ert 1:1 i th the deputy f rom 2.n other crew . Si ne e t:1e q:..!~1.

lifications f 'or r ositions are the same , thi s is so11e t in: 

h o·Ne ver , indi victua ls uGua lly prefer workine \·; i th t he ... a~~1e 

ind i vi ual ov~r a period of time so that ·the c oordinati on 

12 

one , 
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evelo ped oet1:1een :r .w pa rtne::·s can be :ft;.lly u t i lized . Co

ordination j_c, ano ther importan t part o:f crev, pro fic i ency but 

\·,il l not b::: disc ussed in this paper. 

r .1e ove:: .vhelmi ng maj ority of alert tours are performed 

b · line or squadron crews . Therefore , squadron commanders 

c onstant l y moni ·., or the ir c r ews ' traini ng and evaluation to 

insure a qu~l i ty performance . Thi s sometime s r esults in ere~ 

ad j L stment s uch as splitting t wo crews to exchange crew par t -

ner . Th _ theo: y here , ne i ·ther proven nor d isproven, is that 

by exchane ing p a· ·tners the "str ong" or profic ient crewmernber, 

wil influence t he "weak " or less proficient c r ewmembe.c, ·ii th 

t he r e s u 1 t be i. nfg; t\'10 "average " c rews for the squadron . This 

averag in g theo~"Y i."' us ed too many t ime s with little improvement 

1 n pe r f ormance s t2.ndards and four unhappy individuals instead 

of only two . In the aut hor ' s opinion , thi s management prac ti c ~ 

is unne c e s s a ry and is detrimental to ove r a ll crev, forc e ma:1-

as em ent ob j e ctives . 

:/hile t he squadron c ommander c on;; t antly strives toward the 

de re lopmen t of strong crews , he is also tasked with the re

pon s ihi lity to identify especially proficient personnel for 

instructor or evalua tor duty. This actually means he should 

nomina te hi s be~t performers to be considered for duties out3ide 

the squa :ron . Wh i l e t~e overall mission of the wing i s t he s~me 

for al l pers onnel , it is obvi ous the ob jectives of the sq1adrons 

a nd division chie fs c ould be in conflict. The sqi·a 'ron con:

mande r j us t ge ts the crews formed an: s ettled w.1cn DOV or DOT re 

qui r es a re _placement. Who d oe s the s quadr on comn an 1ar ge t t o 



l'G l r'1...-2 i ,...~ rr1an? Since by Martual and Oper a ting Instruction 

the D T 2.· d DO' f p e· :..: onnel a re tne "most q ual i.fie , " he will 

.ertainly be left ··ith · c~i v i r"l al h · 1 1 · r· ' th : a.n J_ n .1 , l u \'I o ·!.. s es s qua 1 :.:. 1 ea . ar: 

the one he los t . e rnay be l eft ,.,,i thout a r epl acement or Ji th 

2 n8v1 c..:rs ·fmem· er i.'Iho ha0 not yet c ompleted i-1is formal training . 

The departure _or ar1~i val o f a n e v crevJmember can also 

cause; ··w.:nez- ous :pro ble -1s . 1.n unezpected no ti f i cation of orders , 

accide 1t g etc ., can shift the position of several crewrnembe!'s 

1 ~1 a fe w s1 ort ·aye, . The 1."e - 2.ssignment of s ome personnel such 

as a. ? l ight Commande -c could geneTate an inordina·ce amount of 

pa~e rwork ~n inc l ~J e Officer ' s Effecti venes s Repor ts (OER' s ) 

on th.o···e PCCC as..:i:i.gned t o hi 0 fli ght . This creates a burcen 

on t.1 <2 :::'lig_1t Comrnande:c in add i ti or t o his normal workload. 

The gene~ation of OER' s can s omet i mes be helpful if a report 

1·equi::. ed by s ch c11ange s coincides wi th a promotion board 

mee ting at the same ·time . 

rl'i 1e al:ov di scuss ion poi nts ou t .... everal problem areas 

and may give the i mpre. ·s i on no e :.. fort is being made : or a co

ordi 1a i,ed e :i:'f'or t in crev, management . Th:s i s no t the case . 

SAC Manual Sj ~- 66 , Vol . I requi res v.n i ts to develop procedures 

f or notification of a l l staff and affected a genc ies of any 

c h a n ges in er :.\ v/rnember s tatus . The procedure developed in t he 

91sr ,.!l is mad e u p i n _part by 2. bi-monthl y letter to t he JO"l: 

:re flect i1. o· a ctions affecting f~iCC. This r e port includes : 



1 . 
2 . 

J . 

!-1, • 

1.5 

A monthly projection. 
Projec ·ted pers onnel actions for following 
t wo months ~ 
Recapitulation of per s on~el actions that 
did not/will not occur as programmed in 
prev ious bi- monthly report. 
Changes t o unit six-month projections that 
occured during this period.5 

This repoTt is requ ired from each of ·the three squadrons as 

11 e l l a . DOT and DOV. In this way, at least some personnel 

mana ~ement decisi ons are f or ecast six months in advance. 

Thi s rec ogn i ze s the ne ed for advance planning and attempts 

to provite som e rtefi nite input s f or use by t ne DO in forecasting 

replacernents t scheduling , budgets~ etc. 

This repor t c ould be ex tremely useful 1n crew force man-

u O\··e\r ~ .. ~ l L I . C .l , the sudden, unpred icatable changes that 

occu r in pe rsonnel tend t o make the projec·tion almost useless 

in a ma t t er of days . For example, a staff position becomes 

vacant . A c:ce 1!lmember decides to a pply for a job although 

he had n ot pr evi ously c onsidered that position. If he is 

se l ec t ed , then a vacancy on the crew force develops where none 

was previ ou ly f orecast . While not l ike the loss of a key 

man , his presence could be a serious detriment to overall force 

s tructu r e s ince his s cheduled alerts must be assumed by some

body f rom t h e remain ing r esources . I t is the elimination of 

th i s ometin1e~ haphazard , crisis -oriented , problem solving sol

uti on to operations force structure ·that will now be addressed. 

5D0-0I 35-'~·, Missi le Dutv Personnel Actions, 5r~ay75 , 

• 



CHAPTER IV 

ALTERNATIVE PROPOSALS 

There are n~merous methods for managing the missile crew 

force more effec·tively . ~ome suggest ions are included here 

an d a d iscuss ion with ad··,;antages and disadvantages follows. 

P,_Ai liTAIN THE PRESENT SY3TEI·.1 

'1 he p:.ob_ e ,s v.rith the present system vere discussed in 

Chapt er I I . This sys tem results in numerous conflicts of 

obj ectives v,hich de~r a c t f rom ove r a ll mora le and miss i on 

a cc omp li s hm en·t . lersonne l p l anning is almost impossibly com

p l icated bec a use of the uncoordinated efforts of five separate 

"agencies ." This diffuse ai.'rangement means duplication of 

effort and somev,ha t ineffec tive central control. This lack 

of c ent:cal control is one of the most noticable disadvantages 

and t he resu l ts re lec t this s ituation. 

The present system has s om e advantages in that it fo .110'.·:s 

the same s eneral organization as other units in the Air Force 

( -'ling , SC]_u a d ron , Fli t)rt). This makes it easily adaptable f or 

manag ing anc mission assignment. This or ganization structure 

however \las developed based on previous Air Force policies 

and the ref ore was used before the rnissile field evan existec!. 

The u s e of a dec entral ized management system i n a hi Ghly 

c entraliz ed command and control field is a handicap fo~ m~n

a gement at al l levels. 
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REORC . ?:IZJi.T O I r ,;To Q[{c SQUADRON OR UI:IT 

This ; r oposal is almost t he exact opposite of the present 

syste 11 , _e_ e , on e uni t 'no· i.ld contain all missile crev1s. 

This pr op osal h a s several i nherent advantages. It would 1mm

e~i a t e ly de~rcase the am oun·t of admin i stration support required 

becaus e of the r educt ion i n r ecord ke eping , pape rwor~ , and 

cl e rks requi1·ed f or one uni t . This v10uld centralize all mar1-

agement deci s ions i n t o one c ommander as opposed to the fiv8 

under· t h.e p r e...,ent sys tem. The objec tives Vlould be centralized 

under one comma nde:c . J t would al s o mean that staff agencies 

woul d have to work ~ith only one agency f or all combat cre~s . 

The re are also s ome glaring disadvantages to this pro-

p os2.l , T11 e size of the uni t would be tremendous, containing 

s ome t h re e to f our hundred off icers . A unit this s ize would 

be un uc u a l l y har d t o r12.nage a s w9ll as mai ntairiing a central 

c ontrol for a ll c oncerned . The s pan of control ViOuld be quite 

large o tha t management again c ould bee ome ineffective or 

be so dividei that missile crews would lose the personal contact 

with their s uperiors . Another disad vant age would be t hat the 

commande r wou ld be re s ponsible f or both training and evaluation. 

This could r esult in s ome c onflicts of interest. 

On e fina l , but important problem with this proposal .:. s 

t ha t pr esent regul ati ons prohi bit this type of or ganizati on. 

Even though s ome 2dvantaE;e S could be derived from suer. a p!'o

posal , there is n o way such a plan could be implemented ~nder 

the present guidelines . 
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OP}A[! IZE A PERS01-l!EL CO .1 .'iI TTEE 

T1i s proposal may sound like a Board of Directors' recom

men a tion . Actua lJ.y , t h is 1:1ould be a c ommi ttee of selected 

officer to i o:ce ~ast fu t .re needs and plan effective per-

sonne l 1., til ization to meet those needs . This committee 1:1ould 

t ke pToposal s , s~ggesti on° , rec ommendations, and other inputs 

fro . the vario .s agencies in operati ons and consolidate the 

inputs i n to an o· era.11 n a ster plan . · This plan then -.-,ould govern 

a ll ·oer:.:-onncl moves f or a given time f rame unless situations 

requi - ing immediate a c ti on arose. Th is proposal also has 

an add i ti onal advantage in that a ll agencies would be forced 

to make s01ne fJ.t:1re pla,.1s as to needs . The effe ct would be 

that ~11 a g encies devel op some pl a n f or future requests so 

that it could be s ubmitted t o t he pers onnel committee. 

I n a c ·tual practice , some pr oblems could easi l y deve lop 

,·,hich v 10 ld defeat any pur ported gains in effectiveness. 

F • ' l I l 1r s ~, Dow are ~De comm i·t tee me~bers t o be chosen? ··/hat 2.re 

the ir qual i f icati ons? How can they be r epresentative of al l 

c re 1.'IT11enioers and staff a bencies? Second , how f orceful are 

c or.uni ttee dec i~3i ons ? Are they r ec ommendations or a master plan 

t hat is in faC!t directive 1n nature? 

Onc e again there is the di lemma where present re~ulations 

do not a l l ow for a forma l committee to direct the Ope-ations 

management. Any proposal f or t his area must me t th~ c riteria 



19 

outl i ned in S. C Regu l at i on 2J- 9 , Uni ts, Or p.;aniza tions, and 

Fun 

S UPN'.i/\.RY 

1:fh il2 the r ee;u. l o.tions l eave l ittle room f or innovati ons, 

t here is srn:-ie action that can be under ta1{en to bet ter manage 

-oersonnc l . 
J: 

rr he above propcsa:!.s are mos tly unworkable i n t heir 

prese n·~ :orrn "uut sume of the advan t ages could be incorporated 

into manag ement tJ1 ·i.nking . 



CHAPTER V 

PROPOSED ALTERNATIVE 

The restraints placed on organization structure sometimes 

ove rshado~ the d iscretionary powers of the DO. He has a con

siderable arnoun ·'- of authority and influence with vrhich to 

manage miss il e crews . rrhrough the use of his authori ty, s ev

eral cha 1g es in management practice could be implemented to 

more effect~vely manage creN personnel. 

Ins t .?a d of a formal committee , the planning functi on might 

be better :fonn2d if t 11 e Squadron Commanders and Division Chiefs 

met , pe :chap;3 once a month, to discus s various inputs and losses 

of personne _ as we ll as per s onne l moves . The chief, DOT has 

inputs f or those pers onne l assigned but have not yet arrived 

on station . His divis ion assigns ·these individuals to one 

of the three squadrons according to the needs of each organ-

i zation . Pe _sonne l losses are usually maintained by the 

Squadrons or divi sion c~i efs so that losses are known somewhat 

in advance . The problem then bec omes h o\'v to manage personnel 

dur ing their a s signment to crev, duty. The infor mal personnel 

committee woulu de t ermi ne t he varioils needs of all concerned. 

Even t hough each would try to maximize his own benefits, at 

least during the meeting they would see what -~he other agencies 

face in their day-to-day operation. This meeting would at least 

ope n s ome channels of c ommunic a tion f or future programmed need.;;,. 

?O 
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vide inpv.t s to identify specific problems or potential pro

blem area:::; 1:.ri t h c rewmembeTs or CTe\1s. This r:1ay n ot warrant 

the r e - cj ' c: './!inr; oi' ind i vicl.ual s bu t onl y serve as a means of 

identifyin.;:,- vie c. 1" areas needin g attent ion . The c ommander then 

is i n a b _tter posi tion to rec ommend additional help f or those 

who need it. Th e staff nia.y a l s o ident ify especially capable 

individ uals f or consideration a· ins tructors or evaluators. 

'rhi s is ex brem l" ir.11)ortant in crew- management since the per-

f orr1ance ot cre·:.1 :3 i~. highly dependent upor: t he traini ng they 

receive a nd ··-_ e thorouc;hness of t h e eval1.,;,atior, s ection. 

There is also a ncans :for a crewrnember to submit h i s 

namG fo r 3. s t a ff ~l. i1 t r uctor . or eval uat or . ~ . ?his con-
' 

pos1~1on . 

c• ·j c · tc• 0 __ C) ,:., o f 8. lGt t er to :;11e DO as defined in DO OI 35-5. 6 This 

l e tter con t a~_ns a s tatement by t he crewmember as to \'Iha:~ pos.i tion 

h e c1.e:::; i res a nd 1.·,1hy . It is t h en forwarded through the appropriate 

squa dro~ commander or divi s ion head _or co-ordination with all 

the DO ~taff a ~enci e s c once rned . These letters of applicatio~ 

sho1.,ld b e brou 6 ht out as additional inputs durine the personnel 

c ommi t te e meetin3 . Since mos t of those presen t are a l ready 

fan.i l iar n i ·r.h t he applications , there c ould be s ome cons crvc tive 

rec onrrnend a t i ons as to \vhich c an be seriously considered f o!'.' the 

vacanc ie3 i denti f i ed . 

'l1 h e crev.r:nembe r has e;ain ed an advantage throuf;il a con.mi t tee 

f ormed in t h is manner . He has a direct r epresent a t i ve :n his 

6 DO-OI J.5- 5 , Se l ec t i on for Ins truc·~or / Evaluato1' S·i:;:i.:"'f 
Duties , 19ne~74. 
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co1~1m .ndc .c or di' ris i on chief . This at l east allows him to be 

considereJ "':-i"::f' s o ne one knowl~dgeable of his capabilities and 

desire s . I t a l:::;o al l ows t h e committee to see the entire crew 

force as a :,hole instea d o:" sec tions so tn.at unnecessary r::oves 

a1e a oic"i ecJ. . The c onstant shifting of per s onnel betv1een flights , 

sta f f ar-enc i e.=> r or ere,.._, part ner exchanges really contr·ibutes 

lit t l e or n othing t o t he na i n tenanc e of a professional and stable 

missile crev f orce . 

Thi s pro pos e d a l t e:: r nati ve is not a radica l shi L't in organ

izati on oy· ma:naGement phi l osophy in the Air Force. This is 

simply a r ealizu~ i on of pr esent or gani zational constraints and 

a me t hod of i.·,orking v,ithin t hose constraints. The organization 

exists at t he nr esent tir1e -to implement such a committee to 

ove rse e the u t i lizat i on of per sonnel. 



CHAf'l'ER VI 

CO~CLUS ION A. D REC Ot WENDATIONS 

rrhe organization of missile units is clearly and rigid ly 

defined in SAC Pe 0 ulati on 23- 9 . 1.'/i thin this framework i ~ is 

poss ible to orgc .ni z e a :planning commi ttee to plan the most 

effective u tilization of missi l 8 combat crews. 

Sq uadror .. c ornmanders a nd d i vision chiefs would provide inputs 

f or con~ideration and discus sion . The overall objective for 

t he c ommi tt2 o v, o 1l d be a ,.vorka ble plan t o effectively manae;e 

personne l assigne6 to Operations . This ob j ective should be 

paramount in the minds of t he committee . Personal judgement 

would be i mportant bu t not an overwhelming i nfluence. The 

comm:· ttee 1nust idcnti:t\r ne eds and the means of meeting those 

n e eds . Its decisions s hould be fai r and equitable t o al l agen

cie s and especi a lly considerate of individual crewmembers' 

wants and desires sinc e this i s the reason for its formation. 

The author feels this approach to crew personnel manage

ment is a muc h n eeded addition t o the present formal organization 

structure . A central planning committee would serve as an eff -

ec ti ve man agement tool for all areas i n missile \'ling operations. 

Further stud y in t his area would a lso be helpful to determine 

if some type o f r e ort anization c ould be beneficial in servine 

the needs of missil e force management. 

--3 

-
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GLOSSARY 

J6- hovr duty s hift at a missile Launch Control 
Center . 

Deputy fis sile Combat Crevv Commander - The officer 
ass i zned as second in c ommand of a missile combat 
c rev, . 

PLIGWr COi\!I·.:1J1D~R - Commander of one of .five flights assigned 
t o each Squadron . 

JCS -

LCC -

LCF -

MCC -

MCCC -

MCCM -

MPT -

OER -

OI -

ORT -

Joint Chie f s of Staff . 

La unch Control Center - The underground duty station 
for a MCC containing the necessary equipment to 
rnoni tor and launch their missiles. 

Launch Control Faci l ity - The entire above and below 
Ground fac i.li ties whi ch combine to house living and 
'.'101<:--c areas for pe r s onnel support of an ICBM weapon 
sys t em . 

f':1 iss il c Combat Cr e\·1 - Two offi c ers qualified in the 
v.rcapon system and certifi ed to perform alert duty. 

( C ombc;;.t - He ady f..1CC ) A n on-combat ready crew has not 
c ompl e ted t h e r equired train ing or h2.s not been 
c e rt i fied . 

r:Iissil e Combat Crew Comrnanc.er - The senior missile 
combat crew o f ficer respons ible f or the launch con
trol c ent er , miss iles, and other f ac i lities under 
his control. 

Missi l e Combat Cr ew Member - An i ndividual member 
of a MCC. 

Mi ssile Procedures Trainer - LCC simulator in which 
the l\'!CC practices the necessary procedures requi:-ed 
i n th e performance of their duties. 

Office r Effe ctiveness Report - A r a ting or evaluation 
of an i ndividual 's performance of his duties. 

Ope r a ting Instruc ti on - Local agency instructions 
direct ing the operation and management of some area 
defined in other manuals or regulations. This dir
ective identifies local procedures to comply with 
oth e r regulations . 

Ope r a 'i:; i anal Readiness Tra ining - The initial ten weeks 
training r equired for a MCC. 
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RECUERJ. 1.C TR IdJ rJG -· :Local training of r:CC on a monthly basis 
t o maintain corn·bat - Teady status. 

UPGRADE TRAI TING - Local c l assroom and MPT training r equired 
of' I'iiCC prior to bee orn i ng certified combat- re2.dy. 

'.
1/EAPON :--.: ..'.'S TEf·.1 - .6. combination of men and equipment requi:ced 

·co oper ate and nainta:i.fl a missile or aircraf t s:.,stem . 
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