-----Original Message-----

From: 
Meyerrose Dale W BGen ACC/SC [mailto:dale.meyerrose@langley.af.mil] 

Sent:
Monday, September 20, 1999 9:07 AM

To:
1 AF/SC; 1 CS/CC; 2 CS/CC; 20 CS/CC; 24 CS/CC; 27 CS/CC; 28 CS/CC; 3 CCG/CC; 3 CCSS/CC; 31 CCS/CC; 32 CCS/CC; 33 CCS/CC; 33 FW/SC; 34 CCS/CC; 347 CS/CC; 355 CS/CC; 366 CS/CC; 388 FW/SC; 4 CS/CC; 4 CS/CC; 49 CS/CC; 5 CCG/CC; 5 CCSS/CC; 5 CS/CC; 509 CS/CC; 51 CCS/CC; 52 CCS/CC; 53 CCS/CC; 53 WG/SC; 54 CCS/CC; 55 CG/CC; 55 CS/CC; 55 CSS/CC; 552 CSG/CC; 552 CSS/CC; 608 ACOMS/CC; 609 ACOMS/CC; 612 ACOMS/CC; 65 CG/CC; 7 CS/CC; 702 CSS/CC; 752 CSS/CC; 755 CS/CC; 82 CSS/CC; 83 CS/CC; 84 RADES/CC; 85 MSS/SC; 9 CS/CC; 93 CSS/CC; 99 CS/CC; ACC Comm Gp; NEADS/SC; SEADS/SC; WADS/SC

Cc:
Bennett Kevin S Capt ACC/SCE; Dunbar Chip E Capt ACC/SCE; Stinson David R Col ACC/SC-2

Subject:
FW: 3AO Discussion

Some of the MAJCOM/SCs were lamenting about selling the WGM duties to other functional areas.  I took the opportunity to offer a different perspective.  Thought I’d share with each of you as you work through the implementation-less the email trail leading up to this “epistle.”   DW

-----Original Message-----

From:
Meyerrose Dale W BGen ACC/SC 

Sent:
Sunday, September 19, 1999 12:24 PM

To:
'Daries Henry Col HQ AETC/SC'; Maluda John Col; 'Raduege Harry MGen'; 'Peterson Michael Col  USAFE/SC'; 'Jakowatz Louis Col PACAF/SC'; 'Debra Haley'; 'Flack Melvin Col AMC/SC'; Maurer, Martha Col. (Robins AFB); 'Joyce R, Col ANG/SC'

Cc:
'Bell, Anthony, Brig Gen, AFCIC/CV'; 'Whitechurch, Charles, Col, AFCIC/SY'; 'Gilbert Hawk'; Stinson David R Col ACC/SC-2

Subject:
RE: 3AO Help

Everyone’s frustration is understandable.  However, it’s somewhat discouraging that we’ve been working on this for a couple of years, and if the below trail of emails is typical, we in the senior leadership positions don’t seem to embrace the vision enough or have enough information to counter questions and challenges. 

LGen Donahue did our career field a great favor in this regard-he laid out a vision to prepare our people in advance of (and in conjunction with in some cases) universally fielding the next technology plateau.  It seems like we chronically complain when our career field fails to do this.  And now, when senior leadership charts such a course, we evidently have trouble with the execution.  We can’t have it both ways.  At some point, we need to step out on the AF vision, get out of the defensive crouch, and show strong leadership.  And, we can’t expect every organizational level of the AF to understand the vision uniformly.  So, we have to get on soap boxes and sell soap-continually.

It is not my intent to be condescending to anyone in this discussion-nor presume that I have all of the right or best answers.  However, this topic has been part of SCOPE WARRIOR agendas, conferences, and U&TWs for a couple of years.  The concept has also proven itself on the front lines of OSW and NA.  I don’t see us going back-it’s not the right thing for our AF.  It’s a little late in the game for us to be sounding forlorn and defenseless.  Maybe we need a session among ourselves soon to talk this subject out.  If so, suggest that we plead our case to LGen Donahue for inclusion on the agenda in Nov at Keesler.  Or if anyone prefers, I will be happy to engage in another forum or host same (VTC, one-on-one, phone, separate conference, reciprocal visits, etc).  But, I do know that each of us has talented folks in our own MAJCOMs working this.  

I doubt that I’m eloquent enough to convince everyone, especially in a single email, of how to tackle this challenge.  I also routinely receive “push back” on the 3A0 direction-at all levels.  I brief wing, group, and squadron conferences (not just communicators) on the subject-sometimes to somewhat hostile crowds.  However, I don’t lacked ammunition in working the issue and making progress.  And in the business of changing paradigms and culture, progress will always be hard won and slower than desired.  If any of you are interested, I attached some extemporaneous points that I use when explaining the vision and direction.  I mean for these to be thought stimulants and not tutorials.  If you’re not interested, or are put off, hit the delete key.  Appreciate return fire, thoughts, and/or discussions.  DW

------------------------------

Thoughts that I use for discussing the 3A0 vision with various audiences (although seldom used all within same discussion):

· We tend to overlook or trivialize our knowledge, information, data, and process management and engineering responsibilities. Too often I find comm folks taking too narrow a view of our role and core competencies.  I believe that we frequently have target fixation on delivering dial tone, computer tone, web tone, TACAN DME, and installing technology.  We diminish our relevance to the AF mission if our self image is that primarily of a technical provider and maintainer.  We are responsible for knowing what to use, where and how to use it, when to improve it, and why.  We should have an operational mindset.  We’ve all heard LGen Donahue say that we should all view ourselves as aerospace operators and communications and information is our contribution.  Not only do we need to have this as a mantra, we need to be living this day in and day out.

· We need to equip the comm warrior, rather than man the comm equipment.  While this could easily be a “CNN sound bite” I believe that this needs to become our strategic outlook.  With some over statement, I find that our outlook tends to be the reverse, manning the equipment rather than equipping the warrior.  Easy to say, hard to execute.  The approach requires a new way of thinking about effects-based capability, providing a different starting point in most intellectual discussions, and preparing our people differently.  

· As a community, we’re responsible for end-to-end capability, performance, and improvement.  Whether uniformed personnel, civilians, users, providers, or contractors actually perform the individual functions is irrelevant.  If the information doesn’t get to the people who need it, in the form and reliability they need it in, or when they need it, then we as a community need to feel responsible.  It is old think to believe that our responsibility stops at the frame room.  Our AF needs us to track the whole enterprise.

· The nature and tool sets of networking are continually changing.  We do some functions in NCCs and NOSCs that use to be done in the last 400 feet.  So, why wouldn’t we reengineer the last 400 feet to stay relevant?

· I find the usual discussions about “traditional IM responsibilities” faulty on at least six levels:

·  I don’t believe the assertion that we’re fundamentally changing the 3A0 career field.  3A0s handle information in the last 400 feet-yesterday, today and tomorrow-functionality is the same, but the tools may be a little different.  They manage information flow to the appropriate in-box for action or information.  In the old days (and some today) that meant putting paper in “pigeon holes.”  Today, and more so in the future, that means doing the same electronically.  They archive information and maintain records.  In the old days (and some today) that meant maintaining a file plan and a 4-drawer cabinet.  Today, and more so in the future, that means doing the same electronically.  The same logic pertains to creating data, granting access to information and data bases, and accounting for intellectual property.

· I hear that we might be making the 3A0 job too technical.  We expect 3A0s to know and maintain the information management tools in the last 400 feet.  In the past this has included knowing about:  toner in printers and copiers, ribbons in typewriters, telephone credit cards, cell and office phone management, cable TV hookups, safe combinations, pencil sharpeners, supply purchases and cabinets, forms, pubs, etc.  3A0s will accomplish the same in the future, except some of the tools will change to PCs, monitors, applications, cameras, palm pilots, and modems instead of a S-lectric Typewriter, ribbon, and carbons.  We even need to start flowing some VI skills into the 3A0s.

· When many folks speak of “administrative duties” it is a euphemism for indentured servitude - performing all of the necessary DLSJs that no one else wants to do.  All AF people, including 3A0s and secretaries, should be trained technicians.  We should minimize menial, low-value tasks and outsource the boring, repetitive work.  Hire “temps” if necessary, but don’t burden down our AF people-military or civilian-their worth is too much.

· The common phrases I hear are:  “Who is going to answer my phone?” “Who is going to file my travel voucher?” “Who is going to type this EPR or SSS?”.  The answer is not necessarily the 3A0.  Many of these “errands” are undergoing process change due to technology.  At Langley, we file travel vouchers electronically, and soon everyone will.  Just like we will soon electronically get travel vouchers, tickets, etc.  Business learned to use technology to more efficiently handle voice communications, we need to do the same.  I have personally typed every OPR/EPR that I’ve done for the past six years-and most other folks do as well-and we know how to run the spell checker too.  And electronic processing is already here among the more progressive of our organizations.  Why would we want to train a 3A0 force to deal with yesterday’s environment?
· I hear that 3A0s aren’t trained or capable of handing more technical duties.  In most cases the lack of training is a leadership failure.  And the comments about aptitude are hogwash.  I have yet to meet a 3A0 who couldn’t handle the responsibilities we’re asking of this career field.  They are all smart, talented, and for the most part, undaunted by the technology.

· I also hear that we need to turn many of our 3A0 positions into secretaries so they don’t have to mess with this computer stuff.  This line of thinking is faulty on two counts.  First, the secretaries must have same computer skills in the Information Age in order to be relevant.  Second, WGM is a core deployment competency.  We need to train and do business every day like we would go to war.

Again, I only offer these thoughts because they have worked for me in various forums and audiences in pushing the vision.  This discussion won’t stop until the necessary culture changes take place and we shouldn’t avoid them.  Hope something here helps.  DW

