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INTRODUCTION
Being selected as an Executive Officer (commonly referred to as an Exec) is one of the highest honors an officer can receive.  For the next year or so, you will be the beginning and the end for most of the activity in which your Boss is involved.  As the term “Executive Officer” implies, you are the executive assistant to your Boss, and your effectiveness as the Exec will help determine your Boss’ effectiveness.  You will be the Boss’ confidant on many issues, and he/she will depend on you to be the expert on the organization.  You’ll have to know who is doing what, when, where, why, and how.  Exec duty is a big, important, and tough job.  However, the rewards are great—you have an opportunity to witness firsthand how senior leadership functions at the upper levels.

It is vitally important that you begin this new adventure with your eyes fully open.  Don’t make the mistake of underestimating the amount of time and effort you must expend to be successful in your role.  Your days will be long and intensive—some will be longer and more intense than others.  However, don’t fall into the trap of becoming overwhelmed by the scope and importance of your job.  Applying some basic organizational skills and common sense will enable you to focus on the right issues at the right time.

Obviously, the relationship between the Boss and the Exec is a crucial one, and this relationship will be determined by the Boss’ leadership style.  Regardless of your Boss’ leadership style, you’ll have to satisfy some very basic needs for him/her to be effective.  They need the right information at the right time, they need to be at the right place at the right time, and they need to be prepared for whatever event is before them.  But, most importantly, they need time to think.  After all, your Boss, as the leader of the organization, is responsible for establishing the unit’s vision and maintaining the unit’s pace.  If he/she is so inundated with the routines of the day, the Boss will have very little time to focus on the bigger picture.

That’s where you come in.  In a nutshell, your job is two-fold: to remove obstacles from your Boss’ path so that he/she can be as effective as possible; and, to stay ahead of your Boss so there are no surprises.  To do so, you must establish and control the routine workload into and out of the Boss’ office.  Things like managing the schedule, managing the paperwork flow, ensuring incoming and outgoing correspondence is correct BEFORE the Boss sees it, and ensuring the Boss is at the right place at the right time and is prepared for all events are just a few of the issues you must focus on every day.    

There are two primary keys to your success as an Exec.  The first is to know your Boss, and the second is to build routine processes for managing the Boss’ time and your time.  This document is intended to help you establish and manage such an environment.  It’s important for you to keep in mind that each Boss is different and has his/her own expectations of the Exec.  In fact, you should sit down with your Boss immediately upon taking the job and briefly discuss each section where his/her inputs are necessary.  Your Boss may like or dislike some of the management concepts here, or he/she may have different ideas on how they’d like you to approach an issue.  Flexibility is important—learn your Boss early, adapt the guidelines presented here to his/her personality and leadership styles, then put the routine processes in place to make your command section a first class operation.  Be prepared to modify your processes as you get to know your Boss better—you can’t know everything the first day.

This guide would not be complete without mentioning that your success is determined not only by the direct interaction with your Boss, but also your relationship with key members of the staff.  At times you will feel as though you have many Bosses—in fact, it will help if you assume this to be true.  You will often interface directly with senior officers or civilians who will need and appreciate guidance from you regarding your Boss’ wishes.  Establishing a close, informal working relationship with these key team members is essential to your unit’s, your Boss’, and your success.

As a final introductory note, you may have help with many areas discussed in this Guide, i.e., your Boss may have another Exec, an Aide, a secretary, a Director of Staff, a Vice or Deputy, a Protocol Officer, a Public Affairs Officer, or any combination.  Building a positive and well-defined relationship with these individuals is key to your effectiveness and enhancing the teamwork atmosphere necessary in this job.  However, make no mistake, the Exec is the beginning and the end—all things enter to the Boss through you, and all things exit from the Boss through you.  Therefore, use the help you are given, but don’t let your guard down.

GETTING TO KNOW YOUR BOSS
Obviously, you know your Boss, because you most likely were interviewed for the Exec job.  However, in reality, at the outset you know very little about your Boss’ true expectations.  To really meet your objectives of removing obstacles from his/her path and staying ahead, you must get to know your Boss on a deeper, more characteristic level.  I strongly encourage you read this guide, then meet with your Boss at the earliest opportunity to ask and answer some important questions.  This will not only start you off on the right foot by showing initiative, but if your Boss has never had an Exec before, it will give you both an opportunity to establish the ground rules at the beginning of the game.  If you don’t take this step, you run the risk of falling into some very deep, and in some cases unrecoverable, traps and habits.  The pace will very quickly become fast.  If you know the Boss’ desires going in, you’ll have a better chance at staying ahead.  To stay ahead, you must be able to anticipate what he/she wants and needs.  To anticipate, you must know your Boss on a characteristic level.  

Here are some questions to ask (Note: This is not an all inclusive list.  You may determine other questions as you go through the guide and get to know your Boss better.  Also, keep this list handy in case your Boss answers some of the questions before you ask them.  You don’t want to make the Boss repeat himself/herself.):

Schedule Issues:
What time of the day do you prefer minimum interruptions so you can optimize your daily activities such as planning and related topics — morning or afternoon?

What hours do you like to work?

Do you have a preference on my duty hours?

Do you expect me to be here when you are here?

How do you want me to work visitors through your office?  Should they all be scheduled or do you prefer I allow walk-ins?  Is it OK with you if I approve visitors to your office based on your guidance?  That way, I’ll know who is coming to see you and will take care of making sure you are prepared.

I realize you have an open door policy, but I plan to control your schedule in order to keep you on track and prepared.  Therefore, most visitors will come through the secretary and me.  However, are there certain key staff members you will want to have direct access to you, either in person or by phone, i.e., vice, deputy, squadron section commander, etc.?

Are there times of the day you do not want to have appointments scheduled, i.e., nothing before 0800, nothing in the 1100-1300 time period, or nothing after 1600?

How do you want me to handle keeping you on schedule?  If you want my assistance, should I politely pass you a note or interrupt when your meetings are running long?  When you are out of the office, should I contact you by cellular phone or land mobile radio (LMR) to remind you that your next scheduled appointment is in 20 minutes?  What is your preference on how and when to call?

Work Habits:
How would you like your desk arranged each morning when you arrive?  Do you prefer to use traditional In/Out boxes or your desk drawers for correspondence?  (There is a sample arrangement at Figure 1.)

Do you have special pens or pencils with which you like to write?

Do you like to do your own writing, or do you like to dictate?

Do you like to write personal notes of congratulation or would you prefer the Exec write personal letters for your signature, i.e., promotions, PME graduates, award winners, letters of appreciation, distinguished visitors, etc.?  (Note:  Most Bosses prefer to write personal notes—it means more to the recipient.)

Do you like your office door open or shut during the day, and are you sensitive to noise?

How do you want to control your E-mail, i.e., do you want to process it all directly, or do you prefer that I filter it for you?  Do you want me to set up and maintain your personal E-mail folders?

Meetings:
Do you want me to accompany you to meetings, i.e., to take notes, action items, follow-up, etc.?

Do you have a time limit for meetings, i.e., staff meetings, briefings, office visits, etc.?  For example, no meeting will go longer than 60 minutes.

Who do you prefer to drive the staff car when I accompany you to meetings?

How often do you want to hold staff meetings and how do you want them structured?  For example, do you want to go around the table, the room or follow a 24-hour pre-established agenda?

Protocol Issues:
What kinds of refreshments do you like, i.e., coffee (how do you take it), soft drinks, snacks, etc.?  When do you like them, i.e., morning, after lunch, 1500, etc.?

What do you drink at social functions, i.e., what type of soft drink, juice, etc.?

What does your spouse like to drink when accompanying you to special events?

How do you like to be introduced?  How does your spouse like to be introduced?  (For example, there was a Brigadier General Frederick A. Scott, III who did not like to be called Fred.  Instead, to his peers and superiors he was known as Rick.  Therefore, he preferred to be introduced as Brigadier General Rick Scott; and his wife preferred Kathy).

Do you like to arrive early for social events or right on time?

Who do you consider to be Distinguished Visitors (DVs) when they visit your office?  Typically, DVs are members of Congress or the Senate, general officers and civilian equivalents, wing commanders or equivalents, some colonels, presidents or CEOs of commercial companies, certain media representatives, etc.  Then use this information to propose and establish visitor procedures!

Travel Issues:
What time of the day (morning, midday, evening) do you prefer to depart?

How do you like to travel, i.e., military air or commercial air?  Do you prefer window or aisle seating?  Do you prefer to be in the front or middle of the aircraft?

Do you want me to travel with you?  Do you want me to take you to the air terminal and pick you up upon arrival?   Do you prefer to use DV transportation service?

Do you prefer billeting reservations on base whenever possible? 

Do you mind driving on short trips, i.e., less than 4 hours driving time?

On short trips (1 or 2 days), do you want me to arrange an escort/driver or do you want to use a base motor pool vehicle?  

Do you prefer to conduct business during your short/long flights?  If so, what do you prefer (hard copies, laptop, or combination)?

Suspense Tracking and Following Up:
When you ask a routine question or send a note asking a routine question of someone in the organization, how many days do you allow for a response? 

When responding to a tasking from a higher authority, how soon do you want to reply if no suspense is indicated?

Correspondence:
Do you want to see incoming correspondence first, or would you prefer I get it in the hands of those needing to work it?  (Note:  it works well if the Exec suspenses the staff and gives the Boss a copy of the suspense or spread sheet suspense listing to keep him/her informed that an issue is being worked.  This keeps things moving and saves the Boss having to direct traffic).

For outgoing correspondence, I intend to make it final before coming to you.  Do you have any sample correspondence I can use to get to know your writing style, i.e., OPRs/EPRs, awards and decorations, personal letters, formal letters, etc.?

I plan to prepare a daily READ FILE—what would you like me to include?  (Suggest daily message traffic and correspondence signed out by other senior staff members.  If the volume of information is too much, then use a six-part folder; and label the sections, i.e., incoming messages, outgoing messages, meeting minutes, etc.)

I have a time management system I’d like to show you that will help both of us stay on track—is that OK?  (Show the Boss how the folder system works—see Time Management.)

Policies/Philosophies:
What is your philosophy on approving awards and decorations?

Do you have leadership philosophies and policies of which I need to be aware?  Is it possible to get these in writing for the unit and myself?  For example, leave policy, smoking policy, staff meeting times and duration, office visits, who signs what correspondence, etc.?  (If he/she has written policies, keep them in your Continuity Book—you’ll need them.)

How do you like to do ceremonies, i.e., retirements, awards and decorations, promotion pin-ons, promotion list announcements, etc.?  Do you have a sample script of one you’ve done so I can use it as a guide?

What are the roles, responsibilities and relationship between your secretary and me  (the Exec)?  For example, the Exec could be in charge of visitors, meetings, etc.  The Boss may want the secretary responsible for proofreading and other related activities.  The Boss needs to set a clear line on such important issues.  His/her decisions will foster the relationship between the Exec and secretary--the two must work closely and effectively together.

Telephone Etiquette:
Do you want me to screen your calls or just allow anyone in?  With diplomacy, I can determine what the caller wants and perhaps answer the question without disturbing you.  If talking to you directly is necessary, then I can ensure you have the most current information on the given issue.

Do you want your home number given to people who claim to be personal acquaintances?  Do you have a list of family members and personal friends I should know in case they call?  

If Your Boss is a Commander: (Note: Some of these questions may apply even if the Boss is not a commander.  For example, you might not have a commander’s call, but you might have a director’s call.  Use your judgment.)

How do you want to manage and how involved do you want me to be in quality force issues, i.e., reviewing separation packages, Article 15 appeals, OSI investigations, etc.?

What is the relationship between the senior enlisted manager, you and me, i.e., how do you plan to use us?  For example, some commanders make the senior enlisted manager responsible for reviewing and recommending on all EPRs, enlisted awards and decorations rather than the Exec.

How often do you want to hold commander’s call?  Who do you want to be responsible for setting it up, i.e., the Exec or the Squadron Section Commander?  Appendix A contains a sample Commander’s Call Action Plan.

Do you like awards and decorations to be part of commander’s call or as a separate ceremony?  (Note:  if the Boss has no preference, suggest Commander’s Call—it allows others to see and learn about the caliber of individuals in the organization.  If your organization is large, please avoid adding another 30 minutes to a long event).

How does the Boss want to handle promotion results/announcements and WAPS testing results?   Does he/she review the test scores in private with the individual or simply forward them in a sealed envelope to the addressee?

Handling of Classified Material:

How the Boss wants you to handle classified material needs be at the top of your list.  Keep your procedures short and within Air Force instructions.  Review your procedures with the security monitor to ensure compliance.  

TIME MANAGEMENT
Time management is perhaps the most important aspect of your job as Exec.  Without good time management, both your Boss and you will struggle to keep afloat in a very high paced, dynamic environment.  Sure, there are other very important aspects of your job, like protocol, correspondence, etc., but without good time management you will not have time to dedicate to these other important areas.  Plus, you probably have a family or a personal life which, for your own well being, you need to devote some time to nourishing.

Therefore, this proven method of time management is presented as a departure point for you to develop a system which works well for your Boss and you.  Keep in mind that each Boss is unique and may or may not like this method.  So, be prepared to modify the system as needed for your situation.

The easiest way to manage your Boss’ and your time is to be organized and have your office management processes on automatic.  One of the keys to accomplishing this is to keep his/her desk and paperwork flow organized.  This method of time management centers around the use of designated folders placed strategically and at the proper time on the Boss’ desk.  Figure 1 depicts a sample desk layout; however, you should modify it to suit your Boss’ desires and available materials.  Below is a description of each folder (the colors are just a suggestion):

HOT Folder: This folder is red.  It contains paperwork and other items that need the Boss’ attention NOW.  Items such as urgent or higher headquarters’ correspondence, personal letters addressed to the Boss, leave and earning statements or other items of personal interest are placed in this folder.  
Also, include answers to the Boss’ questions coming from the staff.  Have this folder on the Boss’ desk when he/she arrives in the mornings, then replenish it and have it on the desk when he/she returns from lunch.  This is the only folder that goes on the desk twice each day (or as necessary), at the beginning and after lunch—because it contains “do it today” material.


SIGNATURE Folder: This folder is green.  It contains ALL


correspondence requiring the Boss’ signature block and signature.


Place this folder on the desk so it is there when he/she arrives in the 

mornings.


COORDINATION Folder: This folder is blue.  It contains ALL


correspondence and staff work on which the Boss needs to coordinate.


Many of the items in this folder will include a Staff Summary Sheet.


Place this folder on the Boss’ desk so it is there when he/she arrives in


the mornings.


INVITATION Folder: This folder is blue.  It contains ALL invitations


the Boss receives to attend special functions, i.e., ceremonies, social events, 

civic events, etc.  Place this folder on the Boss’ desk so it is there when he/she arrives in the mornings.

READ FILE Folder: This folder is yellow.  It contains incoming/outgoing message traffic, outgoing correspondence signed by key staff members (ask the Boss what level he/she wants included), Earlybird, newsletters, and any other information the Boss wants included.  This folder should be read as part of the first order of business.  Place this folder on the Boss’ desk so it is there when he/she arrives in the mornings.  The basis for this is to get messages and other items out to the individuals with the Boss’ notes and questions. When the Boss is finished with this folder, you should route it to key staff, place it in a convenient location or trash the unwanted material. 

READ-AHEAD Folder: This folder is blue.  It contains information on upcoming internal meetings.  The Exec should obtain Read-Ahead folders no less than 24-hours in advance of meetings to give the Boss time to review the material. Whenever possible, the Exec should obtain Read-Ahead folders for external meetings.  Place these folders on the Boss’ desk so they are there when he/she returns from lunch.

Another key to good time management is keeping your Boss on schedule.  You may have to politely interrupt the Boss to remind him/her of an upcoming appointment, or you may have to contact via cellular or LMR when the Boss is away from the office.  Approach this issue cautiously, and clear it with the Boss ahead of time how he/she would like you to handle such situations.  Never embarrass the Boss; be low-keyed (use brief notes) and diplomatic in your approach.  

THE SCHEDULE
You are in charge of the Boss’ schedule.  No appointments should go onto the schedule without your approval.  If the Boss has a secretary, it is important that you two work closely on the schedule.  While the secretary may functionally maintain the schedule (e.g., makes entries, changes entries, prints the daily, weekly and monthly copies, etc.), the Exec must approve what goes on the schedule in order to prepare or request the appropriate background information for the Boss.

There should be three versions of the schedule—a daily, weekly, and monthly version.  The daily schedule for the next day should be placed in the upper center area of the Boss’ desk so it is there when he/she arrives after lunch (see Figure 1).  Another copy of the daily schedule, along with the weekly and monthly versions, should be placed in the Boss’ quick reference guide in his briefcase for reference at home and while traveling.  

Depending on the Boss, appointments and events should not be scheduled during certain periods, e.g., before 0800, 1100-1300, and after 1600 without the Boss’ direct approval.  This will help discipline the staff to better plan for their meetings, and it will ensure the Boss has adequate time to get work done.  When annotating appointments and events on the schedule, ensure the secretary notes the building and room number, plus a list of DVs who may be in attendance at the event.

As the Exec, you must always know the purpose for an appointment and ensure the Boss has preparatory materials at least one day (24 hours) prior to the meeting.  For internal meetings, you should task the appropriate senior staff member involved to provide a Read-Ahead folder.  This folder could contain an agenda along with any pertinent background material.  These folders are placed on the Boss’ desk after lunch.  For external meetings, you should follow the same steps as much as possible.  When interacting with external units, you may have to explain your process to get the information needed.  NEVER send the Boss to a meeting unprepared—it reflects poorly on the Boss and you. Appendix B contains a sample bullet background paper (BBP) found in a Read-Ahead folder.

As a general rule, no one should see the Boss without the Exec knowing in advance.  However, a small circle of key staff members will most likely have direct access to the Boss, e.g., deputy or vice commander, secretary, first sergeant, squadron section commander, etc.   Establish a close relationship with these key team members and ask them to keep you in the loop on any issues you may need to know about.

When office visitors come to see the Boss, always include a 3X5 card with their first names (what they go by), their organization (if the Boss is not familiar with them), and the first name of any tag-along. The secretary can and should do most of these cards, because he/she will have access to the information.  However, as the Exec, you must ensure the information gets to the Boss—don’t rely on anyone else. Appendix D contains a sample 3X5 card.
SUSPENSE TRACKING AND FOLLOWING UP
Ensuring your Boss meets his/her suspenses and that members of the unit meet their suspenses to the Boss are very important aspects of your job.  This process keeps the right information in front of the Boss at the right time.  To do this, you’ll need to establish your own suspense tracking and follow-up processes.  Normally, you’ll have a command administration section to log and track suspenses.  If not, you’ll have to develop your own system.  Never let performance report documents slip—this is probably the biggest problem area for most senior Bosses and their offices.  The next paragraph offers ideas to help you.

For suspenses coming from higher authorities which must either be signed or coordinated through the Boss, there should be a standard suspense period—five working days in most cases.  While the command administration section will log and distribute the suspense, don’t rely totally on this mechanism.  Get a daily print of the suspense log, and know what is due each day by 1200 hours.  If you have no administration section, make yourself a tickler file so you’ll know what’s due.  Avoid setting suspenses for close of business because you may find yourself without the needed information.  If you do not receive the information, call the respondents with a reminder—they will appreciate it; so will the Boss.  Be sure to give yourself and the Boss ample time to review outgoing suspenses, i.e., getting the answer the same day it is due to a higher authority is not good—build your Boss and yourself some time (perhaps 48 hours) for your review.  See OUTGOING CORRESPONDENCE for more details.

Another important aspect of suspense tracking and following up is managing the questions your Boss will ask.  Here are some helpful tips.

First, take good notes.  When the Boss asks a question, whether in a staff meeting, on a visit, or in an office meeting, write the question down.  Make a note of whom  the Boss asked the question.  Then, make yourself a reminder to check on the response prior to the due date.  

Second, follow-up on the questions.  In most cases, routine questions from the Boss should be answered within three duty days, unless the Boss sets a specific date.  On the date the answer is due, if you have not heard from the respondent by 1000  hours, call to remind him the answer is due—the person will appreciate the reminder; so will the Boss.   If the answer is not yet available, put a simple note in the Boss’ HOT folder stating the status of the answer and who is working it (if necessary).

CORRESPONDENCE
Incoming Correspondence
It is very important that incoming correspondence gets into the hands of the people who need it immediately.  In some cases, incoming correspondence will task your Boss or the unit.  In other cases, it may simply provide much needed information.  In either case, your job is to build a mechanism that will keep incoming correspondence moving.  

First, you must determine what correspondence the Boss needs to see.  In most organizations, there is a tremendous amount of incoming correspondence; however, the Boss does not need to see all of it.

Normal, routine business correspondence should be sent directly to the person needing it.  If it establishes a suspense for the unit, make a copy of the tasker and put it in the Boss’ READ folder, have the command administration section make a suspense log entry, and keep the original moving.

If the incoming correspondence is addressed directly to the Boss, in most cases you simply place it in the HOT folder and get the Boss’ guidance on who, what, when, and how the correspondence should be worked.  Obviously, there are exceptions to this, because some people will attempt to use your Boss as the entry point to the organization, thinking if they get his/her attention then everyone will pay more attention to the correspondence.  Use good judgment here and ask the Boss how to work these.  For example, promotional literature, routine administrative or personnel letters, and solicitations do not need the Boss’ attention—shield him/her from this annoyance.

Outgoing Correspondence
Outgoing correspondence will be one of your greatest challenges.  There is nothing more embarrassing than for a higher authority office or an outside organization to call stating that a document signed by your Boss has typographical errors, grammar errors, format errors, misspelled words or names, or worse yet--inaccurate content.  You, the secretary, and the originator must work very closely together to ensure only the highest quality correspondence leaves over the Boss’ signature.  You should consider it a personal failure of your processes for inaccurate or improperly formatted correspondence to leave under the Boss’ signature.  

Additionally, any correspondence that undergoes changes, rewrites and editing by the Boss merits a copy sent back to the Division Chief or originator so they can learn the Boss’ style and preferences.  Too many times we destroy the original document without getting it back into the hands of the people that did the work so they can benefit from the changes.

Besides learning your Boss’ writing style, the two most important areas are format (punctuation, grammar, letterhead, etc.) and accuracy (completeness and accuracy of content).

Format issues should be checked by either you or the secretary, remember—you two are the last stop before it reaches the Boss’ desk.  In fact, no one except you or the secretary should put documents for the Boss’ signature on the desk.  Everything goes into the SIGNATURE folder that needs his/her signature. Obviously, in your absence or the secretary’s, the stand-in person should refer to the permanent person—plan ahead and train someone.

Accuracy of content is far more complicated, and it will take you some time to feel comfortable in this area—primarily because you must learn your Boss’ writing style.  

Let’s briefly talk about OPRs/EPRs, civilian evaluations, and awards and decorations—they will take the most time, because the Boss will most likely have very specific philosophies on how these should be written and reviewed.  However, if your Boss is a civilian or has little experience in writing these documents, take the initiative to suggest what you consider to be the best.  In most cases, you can simply provide your Boss meaningful inputs for the document along with your suggested write-up.  This will not only give the Boss an idea of what to write, but it will also show where you are in learning his/her writing style.  When working OPRs/EPRs, civilian evaluations, and awards and decorations, do the research for your Boss ahead of time.  That is, pull and review the member’s records and include them with your suggested write-ups.  Reviewing these documents is the last part of a very tough job.  To ensure performance is actually recorded you will want to institutionalize some type of a review process for these documents.

For business related correspondence, you must do your homework to ensure accuracy.  The key here is understanding and insisting on good staff work.  As a general rule, if your Boss is authorized an Exec, he/she is at a level that probably warrants the use of Staff Summary Sheets (SSS) for all outgoing correspondence.  You can refer to “The Tongue and Quill” for more information on how to prepare SSSs.  However, the SSS itself can not ensure accuracy—only the writer can.  Once you’ve transformed outgoing correspondence into your Boss’ writing style, the key to ensuring accuracy of content is to ask the following questions: who, what, when, where, why, and how.  You may think this sounds juvenile or childish, but it works.  If the correspondence does not clearly answer these questions in your mind (remember, you are the expert on the organization and your Boss is depending on you to ensure that what he says is true), then it probably will not answer the questions for any other reader, including your Boss.  In such cases, politely and diplomatically go back to the writer and ask them to be more specific—they will appreciate you for covering them. 

In all correspondence, you need to know the intended audience and ensure the correspondence relates to them.  In other words, write to the audience’s level.  For example, stay away from functional jargon and acronyms when the audience may have to look up the words before understanding what the Boss is trying to say.  On the other hand, if the audience is very knowledgeable of the content, be as concise and to the point as possible, even using jargon and acronyms as appropriate.  Your Boss may give you guidance in this area, but if not, use his/her editing as examples and build your own set of guidelines accordingly.

Finally, make sure all figures (numbers, dates, etc.) are correct.  It’s very embarrassing to have the Boss point out that columns of numbers don’t add up; or, worse yet, for the Boss to sign the correspondence and have someone outside your organization points out the error.

The bottom line is to make sure the correspondence is ready for the Boss to sign BEFORE you send it in.  Make sure the format is correct and the correspondence accurately and completely responds to the subject matter.  You want the Boss to see outgoing correspondence once and only once if at all possible—you’ll get better at this as time goes on.

THE BOSS’ QUICK REFERENCE BOOK
Your Boss will likely have the need for some types of information at his/her finger tip—that’s the purpose of the quick reference book.  Lists of senior leader and key staff telephone numbers and their spouses names, a base telephone book, a directory of command section intercoms, a unit alpha or personnel roster, and weekly and monthly schedules are but a few items you could include in this quick reference guide.  Appendix D shows a sample table of contents for the Boss’s Quick Reference Book.

Obviously, you’ll want to get your Boss’ inputs on what to include, but don’t just ask.  Instead, put together a sample book and present it for approval.  Then, once you have his/her guidance, put the processes in place to keep it updated.

For example, the secretary should prepare a new weekly or monthly schedule as necessary.  After you review them, put copies in the Boss’ quick reference book. The personnel managers should forward you an updated unit personnel roster each month.  Periodically send the key staff telephone and spouse directory around for changes.  In other words, keep the guide current or it will do the Boss very little good.

Make this quick reference book complete, comprehensive, yet compact in order for your Boss to place it in a briefcase.  After all, it contains the kind of information he/she will need regardless of the duty location, i.e., home, TDY, etc.

 PROTOCOL AND SPECIAL EVENTS

Proper protocol for your Boss, whether in the office or at special events, is very important.  At all times you must be concerned about the proper protocol FOR your Boss; and you must also be concerned about protocol ON BEHALF OF your Boss, i.e., courtesies that he wishes to bestow upon others.  You are the Boss’ eyes and ears in these matters—the more the Boss trusts you to oversee these important issues, the more time he/she has to focus on the more important issues of leading the organization.  To fully accomplish this part of your job, you will need detailed guidance from the Boss; but here are a few pointers to get you thinking in the right direction.

Office Visitors
Every visitor to the Boss’ office should feel important, whether the CEO of a major corporation, a general officer or civilian equivalent, or an Airman Basic—and each has an appropriate level of protocol.

If the visitor is a member of the organization who has been summoned to see the Boss, or if the visitor requested and was granted permission to see the Boss, the process is simple.  Greet the visitor and ask them to have a seat while you inform the Boss.  Tell the Boss the person is here, remind the Boss of the person’s first name and the subject of the meeting, and escort the person to the office door.  If the Boss requests you to stay, do so; otherwise, leave them alone.

If the visitor is a member of another organization but would not be considered a DV (the Boss should define who he considers DV visitors to be), follow the same process described above.

If the visitor is a DV, check on refreshments ahead of time with his/her Exec. You should plan ahead to serve coffee, favorite soft drink or any other refreshment the Boss may indicate.  Then follow the same process as with any other visitor.  Also, ask the Boss ahead of time if he/she desires to have anyone from his/her staff present.  Frequently, DV meetings involve detailed discussions for which the Boss may need more staff support.  If so, have the accompanying staff member(s) in place when the visitor arrives and introduce them before going in to see the Boss.

Telephone Etiquette
You will frequently place and receive calls for your Boss.  Many times, you will be able to answer the question on incoming calls—get your Boss’ guidance on how much latitude and discretion to use.  Here are some very basic rules to follow.

Receiving calls:

1. 
Politely ask the caller’s name and subject (Be courteous, professional, and handle calls appropriately!  Remember you represent your Boss).  For example:

Exec:  “96th Air Base Wing, Commander’s Office, this is Capt Smith, may 

I help you please?”

Caller:  “May I speak to the commander please?”

Exec:  “One moment please, let me check.  May I ask who is calling and 

what is the subject?”

2. 
If the call is appropriate to put through, give the person’s name and subject before putting your Boss on the phone.  For example, “Sir, Mr. Todd is on the line and he wants to know if you are available to speak at their Chamber of Commerce meeting this Friday.  I told him your schedule was booked, but we can probably shift some things around if you wish to accept.”
Placing calls:

1. 
If the person being called is of equal to or lower rank to your Boss: 
a) 
Place the call as directed and get the called party on the line first.  For example, “This is Capt Smith calling, the 96th Air Base Wing Exec, is Lt Col Spock available to talk to Col Grant?”  Pause, then, “Lt Col Spock, please hold while I connect Col Grant.”   
b) 
Ask your Boss to pick up, reminding him/her of the called party’s first name (if necessary).  For example, “Col Grant, Lt Col Tim
     Spock is on the line to discuss Friday’s budget briefing.”
2. 
If the person being called is of higher rank or the Boss considers

this person a higher ranking DV:
a) 
Place the call to determine if the called party is available.  For example, “This is Capt Smith, Executive Officer for the 96th Air Base Wing Commander, is General Bailey available to take a call

from Col Grant?”  Pause, then:

b) 
Put your Boss on the line first.  For example, “Thank you, please let me get Col Grant on the line.”  Pause, then, “Col Grant, General Bailey’s secretary is on the line.  He is available to take your call.”  Col Grant picks up, identifies himself, and General Bailey’s secretary connects the call.
Social Functions
Sometimes you will accompany your Boss to social functions, sometimes you will not.  In either case, ensure the Boss is prepared.  If your Boss is the senior ranking person or is considered to be a DV at the function, ensure the event organizers are prepared.

Prepare your Boss a 3X5 card with the name of the event, the purpose (if there is one), the location and time, where parking will be, menu, what other DVs will be there (first names and spouses first names), and if possible, with whom your Boss will be sitting.

Double check with the Master of Ceremonies (MC) or event organizer to ensure the proper spelling of the Boss’ name (and spouse, if appropriate).  Ensure the individuals know precisely how to introduce the Boss (and spouse if applicable).  If you are not going to be present, make sure the organizer, escort officer, or MC as appropriate know what the Boss and spouse drink.

You should arrange payment for all social and special events in advance.  Don’t set your Boss up to be embarrassed when someone asks or assumes he/she owes money—this can catch your Boss by surprise.  A good way to accomplish this is for the Boss to give you a unit fund or club card number to make such payments—no, the Boss does not get, nor does he/she expect a free ride.  Periodically, ask the Boss to replenish this fund as it gets low—keep good records of expenditures.  As a general rule, if your Boss is asked to speak at a function, the meal should be covered by whomever asked him/her to speak, nevertheless, check to ensure this is the case.  Otherwise, your Boss pays his/her own way—but you work the details.

Ceremonies
Retirement, promotion pin-on, and award and decoration ceremonies are important.  They can be fun, but they can be disastrous without proper planning.  They need to be done properly in order to render the appropriate honors to the recipient.  It is strongly recommended that you sit down with the Boss and talk through the issues for each of these to get his/her perspective.  If possible, ask the Boss for a sample script from which you can develop a checklist.  Once you know your Boss’ method of accomplishing these ceremonies, put the process on automatic and you should have no problems—everything will happen at the right time, every time.

Give your Boss a copy of the script and sequence of events two days prior or as requested before the ceremony.  That way, if he/she has any edits or special issues, you will have time to implement them. 

In most cases, family members and friends of the recipient will attend such ceremonies.  Prepare the Boss a biography on the recipient along with a 3X5 card with the names of attending family members and special friends.  Arrange for a meeting place adjacent to the ceremony or in the Boss’ office where he/she can meet with the family and friends privately.

Trip Books
The operations tempo of your organization may cause the Boss to go TDY often.   Trip books are very useful in helping your Boss travel, effectively conduct business while away, and return to home station.  This book should be organized for the volume of information needed by the Boss.  

The following are recommended sections of a Trip Book: (1) ITINERARY, COPY OF ORDERS, AIRLINE TICKETS, RENTAL CAR SHEET (2) UNIT STAFF DIRECTORY, TELEPHONE CONTACTS AT TDY LOCATION, REMOTE ACCESS TO HOME BASE SERVER, MAP(S) OF TDY AREA, DIRECTIONS TO TDY LOCATION, TDY AREA WEATHER SUMMARY (3) BOSS’ BRIEFING OR MATERIAL (4) SUPPORTING DOCUMENTATION FOR AGENDA DISCUSSSION:  AFPD 10-9, AFI 10-901, ETC. (5) READ-AHEAD COPIES OF BRIEFS PASSED TO TDY LOCATION, AND (6) NOTE PAPER

STAFF MEETINGS
You are in charge of staff meetings.  Sure, the Boss will give you his/her format and time schedule, but you are responsible for making the arrangements and ensuring the meetings are structured and productive.  Nothing can be more irritating to a busy Boss than to waste time in meaningless meetings.

Develop a process and stick to it.  The following is only a recommendation: 

(1) Request potential topics 72 hours in advance from staff members accompanied by background paper(s) or briefs when necessary, (2) let the Boss select what is necessary, (3) arrange a pre-meeting 48 hours in advance to finalize topics, (4) build and pass the staff a final agenda, (5) make sure all staff meeting attendees know in advance what is going to happen, and (6) place a copy of the agenda in the Boss’ HOT or Read-Ahead folder, but ensure he/she has it the morning of the staff meeting.  This way, he/she is reminded of what will be discussed.  If appropriate, put your own personal notes on any agenda items so the Boss has the current information on the issue.  DO NOT PACK THE AGENDA; remember to keep the meeting within the Boss’ allotted time. 

Request staff members provide you a hard and soft copy of slides to be presented—not so much for content, but to make sure the presentations are in sequence.  This will ensure you know what is to be briefed, and will allow your audio personnel to check the visual information equipment—it can be very embarrassing and wastes time to say  “...next slide,” and have nothing happen.

At the Boss’ seat, place a note pad, a pen, coffee (or other refreshments), and hard copies of any slides to be presented.  

You introduce the Boss’ entrance (ensure everyone is in place first—late arrivals should be the exception, because it is disruptive), and introduce each new agenda item as it comes up before turning the floor over to the speaker.  Also, you should introduce any briefer and his/her subject.  Keep the meeting moving!

Throughout the meeting, your job is to take notes and prepare to follow-up on any questions the Boss asks or commitments he/she may make.  For example, the Boss could say, “...I’ll look into that and get back to you.”  Take the initiative, and if possible develop a proposed response.  In any case, prompt your Boss to deliver the answer (either a phone call or written note).  This saves your Boss a tremendous amount of time, and he/she is not likely to forget who is actually doing the work.

TECHNICAL ISSUES

It’s vitally important that you understand how to operate and manage all the technology used by your Boss.  Whether it’s the personal computer, the secure telephone, the typewriter, the FAX, or the conference room projector, there will be times when you will be the only one available on short notice.  Don’t get caught short—here are some tips.

Personal Computer and E-mail

If your Boss has a personal computer on his/her desk with E-mail, you have some additional responsibilities.  Again, however, you should get your Boss’ guidance on these issues before implementing them.  After all, E-mail is much the same as listening to a telephone conversation—some Bosses want you to have access, some will not.  If your Boss is computer literate, he/she will likely prefer to manage his/her own E-mail account.  Otherwise, you may need to help.  Here are some things to think about.

Each morning before the Boss arrives, turn on the computer and log it into E-mail.  This presumes the Boss is willing to give you the password.

Consider creating some personal folders or storage locations in the Boss’ E-mail account for saving important messages for future reference.

Consider having a special training session for the Boss on the use of his/her personal computer.

If the Boss wants you to manage the E-mail account, work out such details as: how long to keep already read messages; how long to keep messages the Boss generates; development of standard or group addresses to give the Boss quick short cuts and improve his/her efficiency; etc.

Also, make sure you and your Boss understand how to use/access remote E-mail capability.  Create a quick reference sheet for him/her on this procedure.  It would be a good idea to pre-load the appropriate telephone numbers.  Also, prior to departing TDY, or at least weekly if the travel schedule is light, check your Boss’ laptop to ensure it has fully charged batteries, the modem works, the spare floppy diskettes are available, and the electrical cord is packed.  Log into the remote system using your Boss’ user id/password and send yourself an E-mail message.

Finally, have some process in place to handle the Boss’ E-mail if he/she is out of the office for an extended period of time. Many E-mail systems include an automatic “out of office” manager, whereby E-mail messages are forwarded to someone else (in this case, you most likely) and the sender is notified that the Boss is out.  However, if this capability does not exist on your system, you need to build a process.  It is highly recommended that the Exec handle the account because the Boss’ heavy schedule may not allow time while TDY.

As a final note, keep the name and number of the computer technical experts handy.  If the Boss has a problem with his system, you’ll want immediate action to repair or correct.

Telephones

Telephones can be a very frustrating arena if you don’t fully understand your capabilities.  You’ll need to ensure, first of all, that your Boss’ phone works.  At least weekly, check out all his hot lines and speed dial capabilities.  Know how to forward/transfer/conference calls.  

If your Boss has a secure telephone, you need to know how to use it.  Check it out weekly, and update the crypto key at the required interval.  You don’t want to have your Boss attempting to place or receive a secure call to find out the phone does not go secure.  Check with your telephone control officer and know the ropes.

As a final note, task your telephone education monitor to create a quick reference sheet showing how to perform the more complicated telephone functions.  A copy of the sheet should be in your Continuity Book.  Appendix E shows a sample table of contents typical for an Exec’s Continuity Book.

Office Automation
There are probably many office automation tools used by your Boss and those who support him/her.  You need to know how they work and be comfortable using them.  In fact, you need to be familiar (probably an expert) with computer applications used in the unit, i.e., word processor, spreadsheet, graphics, database, etc.  You’ll often find you are the only person available at 1700 on Friday before a 3-day weekend, and your Boss needs to make a last minute change to a briefing, speech, PRF, OPR, or other hot correspondence.  If you don’t know how to make it happen, your Boss just encountered an obstacle you overlooked.

So, spend the time up front and learn the office automation applications.  If possible, do this BEFORE you arrive for the job.  Look and ask around, there may be training classes you can attend to help yourself.

Conference Room/Audiovisual

The same rules apply here as in office automation and telephones—you need to know how things work.  If a projector bulb burns out, you should know how to replace it.  If the sound needs adjusting, you need to know how to adjust it.  If your Boss is briefing a VIP and suddenly decides to show a film, you need to know how to make it happen.  Being able to perform the tasks listed above is just another way of helping the Boss -- Don’t get caught short.   Have a process in place and access to the technical experts until you have a handle on it. Also, know where spare parts are kept in the event you need an item.

As a final note, task the appropriate individual(s) to create a quick reference sheet showing how to perform the more complicated tasks.  A copy of this sheet should be in your Continuity Book.

THE STAFF CAR
If your Boss has an Exec, then he/she is most likely authorized a staff car.  Someone, probably not you directly, must make sure it is clean, fueled, and in sound mechanical condition when your Boss gets ready to use it—but, you must understand and oversee this process.  Additionally, your Boss will most likely have a DV plate attached to the front of the car, and other DVs will occasionally ride in it—make sure these plates are in excellent shape, because people around the base will see them frequently.  At most bases, you can check out a one-star to four-star plate from wing protocol, but some times they may not have one available.  Therefore, you should look into ordering plates for your Boss’ personal use.

The unit’s vehicle OIC or NCOIC should have a process for ensuring these tasks are done.   However, you should ensure this person check the car daily to keep it in a safe driving condition.  For example, if your Boss has an important meeting with dignitaries downtown, you don’t want to drive him/her up in a car that looks like it participated in a mud race—have it washed first.  However, if it is due to be washed tomorrow, and the schedule does not call for using it, don’t jerk members of the unit around to accomplish a meaningless task.

You’ll have to play this entire issue by ear, ensuring your vehicle managers have flexible processes in place.
THE TYPICAL DAY
For purposes of discussion in this chapter, let’s assume that your Boss’ duty hours are 0715-1715 daily. Based on these hours, here is an example of a typical day in your life as an Exec.  Note that the Boss’ schedule is in bold type, whereas items pertaining specifically to you are in regular type.

TIME

EVENT


YOUR ACTIONS
0630






You arrive for work

0630-0710





Get the Boss’ office ready for his/her








arrival, using your Morning Check 

 List.

0715


Boss arrives

Greet the Boss, briefly review the

day’s schedule and point out any additional information he/she may need.

0715-0800

Paper work/E-mail
The Boss can use this time to get the 

day going.  Reading the folders you prepared the day before and answering 

E-mail messages first will get him/her off on the right foot.  In the meantime, you should review and prepare for the first appointment of the day.

0800-0830

Mr John Smith,

The first appointment should not begin
XYZ Company

until 0800, to give the Boss time to get 

settled.  You should have noted on the








schedule the name of the visitor and 








purpose of the visit.

0900-1000

Staff Meeting

You are in charge of staff meetings.

You prepare the agenda, and NO ONE 

should be surprised—neither the Boss 








nor members of the staff.  







1000-1015

Travel to Awards

Know exactly where the ceremony is



Ceremony


to take place, and ensure there is 








reserved parking for the Boss’ car.  

Have the car in place when the Boss is 

ready to leave.  Ensure the Boss is wearing the correct uniform, and cross check him/her to ensure everything is in place.  On the way, remind the Boss to review the 3X5 card you placed in the HOT folder last night.

1015-1100

Awards Ceremony
In most cases, you should be the 








narrator if the Boss is presenting








the award.  You should have walked








through the ceremony with the medal

bearer and staff long before now.  

1100-1300

Lunch


While the Boss takes this time for 








whatever he/she likes to do, use








your time wisely.  Grab a bite of 

lunch, then use the rest of the time to

proof and prepare correspondence.  If 

paperwork came in this morning which








demands the Boss’ attention today, 

then prepare his HOT folder and place 

on the desk for his/her return.  Plan 

ahead for the afternoon’s events, and 

do your staff work, i.e., proof read, 

call and ask questions, draft letters,








prompt Boss for personal notes, etc.

1315-1415

Budget Briefing

You should have already given the 

Boss a copy of the briefing slides so 

He/she can prepare questions.  Ensure 

the briefing room is set up, sound is








adjusted, etc.  Make sure the Boss 

knows the first name of the briefer.  

1430-1600

Video Teleconference
Know the subject, and ensure the Boss 

has all the background prior to start.  

You should have placed this in the 

HOT folder last night.  Ensure the 

Boss knows who is attending, both








on the distant end and from his staff.  

1600-?





After the video teleconference, the








Boss has free time to work in the 








office.  Use this time to prepare for 

tomorrow’s events and for paperwork.

Get the paperwork folders ready to








Put on the Boss’ desk.  Spend the rest 








of your time proofreading and other 

staff work.

APPENDIX A

COMMANDER’S CALL ACTION PLAN
This appendix is written to serve as a reference source on Commander’s Call requirements.  It is designed to help organize a Commander’s Call and conduct pre-meeting steps.  This document is not meant to be all-inclusive.  Note that the intent of this document is a reference source and the Commander may direct modifications. 

1.  Establish a date for Commander’s Call (based on every 60/90 day cycle).  The Exec and secretary should coordinate date and place for Commander’s Call.  The Exec will develop checklists and task Action Officers (AOs) to perform the functions of protocol and visual information support for the event.  Because each Commander’s Call may have different requirements, the Exec will issue guidance to AOs as necessary.

2.  Request “Potential Topics” (3 weeks prior).  The Exec or designated person will put an

E-mail  requesting “Potential Topics” from key staff members and Additional Duty  Representatives. The Exec will establish a suspense for topic inputs.  These inputs will be used to develop a Read-Ahead for the Commander. 

3.  Develop “Commander’s Call Read Ahead” (3 weeks prior).  Exec will prepare and send a Read-Ahead to the Boss.  The Read-Ahead will have three sections: agenda, potential topics, and discussion.  The agenda will be a proposed schedule showing events from the beginning to the end of Commander’s Call.  Potential topics should include topics the Commander previously requested and issues relevant to upcoming events. The Discussion section will contain questions or topics requiring the Commander’s input such as dry-run schedules, etc.  

4.  Commander’s Call Review (2 weeks prior).  The Exec will meet with the commander to discuss the Read-Ahead. The purpose of this meeting is to finalize topics and issues presented in the Read-Ahead.  

5.  Approved Agenda (2 weeks prior).  Following the Commander’s Call Review, the Exec or designated representative will finalize the agenda and build slides for the event.  Additional Duty Personnel and others are responsible for building their slides using the template created by the Exec. 

6. Finalize Material (1 week prior).  At least seven days before Commander’s Call, all material is given to the Commander for his/her preparation. 

7.  Commander’s Call.  Commander’s Call Held.

APPENDIX B

BACKGROUND PAPER

ON

GLOBAL ENGAGEMENT:

A VISION FOR THE 21ST CENTURY AIR FORCE

INTRODUCTION:

The chairman of the Joint Chiefs of Staff published Joint Vision 2010, a vision of how the services would conduct warfare in the 21st Century.  Air Force senior leaders applied those principals towards Air and Space superiority in the future.  The result was publication of “Global Engagement;  A Vision for the 21st Century Air Force”.  Global Reach - Global Power, prepared the Air Force for the transition era following the Cold War.  Global Engagement charts the course that will take the Service into the future where drastic changes in technology are the norm, and will re-define the way we conduct warfare.

Core Competencies:


Air and Space Superiority


  - Dominate enemy operations in all dimensions - Land, Sea, Air, and Space


  - Freedom from attack - Freedom to attack


  - Defense against ballistic and cruise missiles


  - Common missile defense architecture


Global Attack



  - Sustain Nuclear efforts - Strengthen response to proliferation


  - Maintain bomber and land missile portion of Triad


  - Refine Air Expeditionary Forces (AEF) rapid deployment for United States


  - US based forces likely the primary means of force projection in crisis


Rapid Global Mobility


  - Rapid attacks anywhere on the globe, combat ready in three days or less


  - Tailored Forces with very small footprint


  - Build Air Bridge for joint forces


Precision Engagement

  - Locate objectives, provide response, generate effect, and assess success


  - Retain flexibility to re-engage


  - Apply measured and selective forces against specific targets


  - Minimize risk and collateral damage


Information Superiority


  - Global Awareness: Intelligence, Communications, Weather, and Navigation support


  - Global Interactive: Surface, Air, and Space Battlespace picture


  - Suppression of Enemy Air Defense (SEAD)


  - Defend information intensive capabilities


Agile Combat Support


  - Highly responsive and agile forces


  - Time definite resupply; privatization and outsourcing major tools


  - Reach-Back capabilities to US, reducing size and vulnerability of forces


  - Reduce the “ Factory to Flightline “ material lead-time requirements 

 Recommendation:  None - for information purposes only

APPENDIX C 

SAMPLE 3X5 CARDS






         

APPENDIX D

COMMANDER’S QUICK REFERENCE BOOK 

Table of Contents


List of senior leader and key staff telephone numbers


Key staff biographies


Base telephone Book


Command Section telephone intercoms


Telephone User Quick Reference Sheet


Unit Alpha Roster


Week and Monthly Schedule


List of projected personnel inbound/outbound

APPENDIX E

EXEC CONTINUITY BOOK 

Table of Contents


List of Senior Leaders and key staff telephone numbers


Key Staff Biographies


Base telephone Book


Command Section telephone intercoms


Telephone User Quick Reference Sheet


Audio & Visual Equipment Quick Reference Sheet


Unit Alpha Roster


Week and Monthly Schedule


Boss’ Favorite List (food, drinks, etc.)


Policy Letters (E-mail, Leave, Smoking, etc.)


Ceremony Checklists (Retirements, DV Arrangement, Pinning)


Billeting (Reservations, DV)

Clubs (Catering, Menu, Manager)
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