  Congratulations on being named an ACC comm squadron commander-it is 

  the best job in the Air Force-and the toughest.  To help you get off 

  on the right foot, I'd like to offer you some words to help with your 

  mental preparation so that you can hit the ground running.  To start 

  with, you need a command philosophy and an initial focus.  Three 

  reasons:  only one chance at first impression,  your first few weeks 

  will haunt you if you aren't careful, and much of what you actually 

  accomplish during your command tour, you will need to start in your 

  first six months.

    Look at each addressee on this email-get to know one 

  another-network-work together.  Add to your list the other ACC comm 

  squadron commanders already in place.  If you all succeed, you will be 

  senior officers together within the comm business-there is enough room 

  because many will take themselves out of the running along the way.  

  You will need one another.  If you regard each other as competitors, 

  you will hurt yourselves, our comm community, and the Air Force-and 

  never reach the "promised land."

    Now's a good time to send a short thank you to family members (might 

  plan something more personal for your spouse) and any mentors that 

  helped you during your career.  Get decent stationery-plain but 

  classy.  Keep the personal stationery stock filled-use it often in 

  your new position. Don't substitute with email-remember the personal 

  touch and a hand-written thank you-show good breeding.  If you haven't 

  sent a handwritten note to your new boss, do so-also, send one to your 

  wing king-they selected you.  Keep the notes short, but say the right 

  things without being arrogant or presumptuous.

     Take special time to scrutinize your personal affairs.  As a 

  commander, you will be sitting in judgment of others and you cannot 

  afford to surrender the moral high ground-ever!  You must be above 

  reproach. Prepare your family for the added stress-you may not be able 

  to take 30 days of annual leave, although you will need to pace 

  yourself to remain effective and avoid burnout.  Your personal life 

  won't get you promoted, but it can do you in.

     Read the following before you arrive at your new duty station-and 

  then re-read them in six months.  All are relatively short and will do 

  much to help your focus, analysis of yourself and situation, and your 

  preparation:

  1.   "Taking Charge" by Maj Gen (USAF ret) Perry Smith <NDU Press 
  2.   "Company Command" by Gen (USA ret) John Meyer <NDU Press 
  3.   "Patton's Principles" by Porter Williamson <Touchstone 
  4.   New World Vistas-Summary Volume

  5.   "Military Leadership In Pursuit of Excellence" by Robert Taylor and

  William Rosenbach <Westview Press 
  6.   Maj Gen Edmonds' back-channel message to senior communicators,

  142230Z MAY 90, Subj:  Comm-Computer-Our AF Mission (my office can fax 

  you a copy)

     Watch Gen Fogleman's tape on accountability-in solitude-and with 

  the senior leadership within your squadron periodically.

     Get in touch with Capt Babyak in my front office.  He'll provide 

  you with career briefs on your officers.  Study them.  Learn as much 

  as you can about them-past assignments, promotion window, birthday, 

  family situation.  These are your charges, your kids so to speak-worry 

  about them, guide them, and grow them into your replacement, or at 

  least, someone that you'd be proud to have associated with your name.  

  These folks shouldn't be worrying about their next assignment-you 

  should be taking care of it for them.

     Plan out your first 30 days.  Initially, you should be putting in 

  about 70-75 hours a week.  That'll drop to about 60 over time-if you 

  were expecting something less, let me know and we can work another 

  assignment. Clearly, you'll need to make adjustments, but have certain 

  things in mind that you want to accomplish.  Hints:  get your family 

  settled; don't hang your office pictures during duty hours-do it at 

  night; visit every work center and every shift ASAP and keep these 

  visits regular; meet all of your fellow squadron commanders, on their 

  turf, ASAP; visit all major unit customers in person ASAP; meet with 

  your top-3 or top-4 the first day; spend 30 minutes with your first 

  sergeant on the first day; call on the wing SEA, MPF flight commander, 

  chaplain, and all other organizations that service your unit; eat in 

  the dining facility; inspect the dorm; publish your command 

  philosophy; tweak the unit's mission description that goes in block 2 

  of OPRs and get it approved by your Senior Rater; join the O'Club; 

  make sure you get in the base and MAJCOM information loops with 

  regular copies of wing king and group/cc and protocol calendars; plan 

  your squadron social functions for the first year; make some kind of 

  appropriate community involvement important to your unit; establish 

  your routine to include exercise and make the best use of your time 

  and availability.

     Rethink what you believe taking care of people means.  Your first goal

  should be to have the best awards program on base.   Groom your folks to

  take every quarterly and annual award in the support group and in your 

  wing. Read the awards AFIs (36-2818, 36-2849 & DISAC 220-15-1) and our 

  ACC guidance message sent out each fall.  Start early. Also, re-read 

  the AFIs governing OPRs, EPRs, and civilian performance appraisals.  

  Become a student of these documents and a master without peer.  Expect 

  to spend more of your personal time working in this area than any 

  other single thing you do.  Don't treat efficiency reports as 

  "in-basket" exercises-set special time aside to concentrate only on 

  these-expect some of this time to be on the weekend.  Write the job 

  descriptions of all of your subordinates in your first 30 days and 

  give it to them.  Start your feedback sessions, now required by AFI. 

  Don't take the easy way out and make these "feel good" sessions.  

  Think of those times you've appreciated the subordinate-these probably 

  track closely with their strengths.  Think of those times you were 

  disappointed-these probably track with needed improvement areas. Three 

  months after that, start the first draft on their tickets.  Worry 

  about civilian appraisals as much as military.

     On the EPRs where there's a block for a commander signature-you 

  sign it-not your CCQ.  This isn't a format confirmation block.  Tell 

  your folks that your signature is your bond with them that every EPR 

  is the best an individual deserves-your signature guarantees it.  

  Remember, OPRs and EPRs are written for promotion boards, not you or 

  the comm community-and boards promote records, not people.  Also, keep 

  the number of folks who have access to reports to a bare minimum-we 

  tend to let too many people get involved who have nothing to do with 

  the chain of command.  Don't just let duty titles and CROs happen 

  willy-nilly..  Most folks have no real idea the people impact these 

  actions have.  Also, the day you sign the report, or any piece of 

  paper for that matter, is the date on the report.  You should not 

  allow the signing of blank forms or back dating.  This is 

  falsification of government documents, and if you find evidence of it, 

  you should take UCMJ action.

    Take extra time to write your 5-minute speech for the change of 

  command. Draft and edit until you feel that it's just right-very 

  important to show your command presence and human touch, to your 

  subordinates, peers and superiors.  Thank your chain of command for 

  their trust, be complimentary of your predecessor, and convey 

  sincerity and enthusiasm.

     Learn to continually look at yourself, your unit, and the comm 

  business as an objective outsider would evaluate you.  Don't pull any 

  punches-the better you can do this, the more effective you'll be.  

  Once you've walked past trash on the ground, a wall that needs 

  painting, a dirty latrine, or a broken door, you've just blessed 

  it-and you'll tend to overlook it every day after that-until it gets 

  pointed out by your boss.

    Spouse involvement in social and base activities.  There aren't any 

  absolutes. The only wrong answers are zero and everything.  Do what 

  you both feel comfortable with. If your spouse is a joiner and a doer, 

  encourage it-if not, don't force it.  My wife has formed a group in 

  every organization I've led-and have at times included male spouses.  

  Some of those groups turned out to be large, active, and well 

  attended, and others limped along with a low level of 

  participation-each with a sense of family and a success in its own 

  way.  She's belonged to the OWC everywhere we've lived (except Wash 

  DC) and enjoyed these activities.  She usually works on one or two 

  committees, but has no desire to be the club president-her real focus 

  is our daughters.  If your spouse would like to call or write Linda, 

  feel free, she'll offer her opinion and tips as desired.

  You are coming to an exciting MAJCOM at an exciting time.  For those I 

  recommended for command positions-each of you were my first choice-but 

  you don't owe me anything.  For everyone, your selection was no 

  gift-you earned the opportunity.  I will take great pains to never 

  come between your boss and you.  However, you need to figure out how 

  to establish a special relationship with me and the HQ ACC/SC staff.  

  I expect to hear from you first if you screw up or your people do 

  good.  If you personally do good, no need to tell me, I'll hear about 

  it from at least three other sources.  If you need confidential 

  advice, I'm here.  But, I'm not your father confessor, nor will I 

  necessarily solve your problem.  I expect you to play team-mainstream 

  wing, mainstream ACC, mainstream AF, mainstream USA.  If you can't 

  figure out the meaning of this paragraph, I do not consider you a real 

  senior officer. Here are some of my philosophy tidbits that I offer 

  for your

  consideration:

     Do the right thing for the right reason

    Own the problem

    Guard your signature-make it mean something-deliver what you promise

    Be the path of least resistance on your base for providing comm

    If something important is going on at your base, or in this MAJCOM, 

  be in the middle of it

    Bad news rots with time

    Go first-class or not at all

    Be in charge-forge your way-don't let important things just 

  happen-make history or become history

    If you've inherited a 3215 process, get rid of it-your customers 

  look on it like you probably look on the Civil Engineer's 332 process

    The first report is always wrong

    Credibility is built on little things

    Know the difference between useful and needed

    The distant end isn't always at fault

    Admit fault up front, whether it's justified or not, is usually the 

  easiest way to get on with solving the problem

    People are led, resources are managed

    Success is built on focus, fervor, and follow-up

  Again, congratulations.  As a commander, you won't have a job-you will 

  have a responsibility.  It is to develop people, marry them with 

  resources, and get them to the fight in time to get the mission done.  

  It is a responsibility that you should live every day.  Looking 

  forward to working with each of you.  Let me know when you get in 

  place, and come see me when you can.  Good luck!  DW

