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Eaker Center

 PCE vs PME

4 primary schools within the Center

e 65 courses: 47 residence, 3 on-site (mobile), and 15 DL
e 18,548 graduates in CY17/

« ~$4.68M total FY16 Funding (Budget + Functional)

« GO, SES, Sr Mil/Civ Adjunct Faculty

* Provide adjunct faculty to AU PME schools

» Publish professional publications
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Presentation Notes
Prepared in support of a briefing to Secretary of the Air Force Wilson. 


Civilian Supervisory and Leadership
Development Continuum

Leadership Development

USAF Emerging Leader USAF Developing Team Leader USAF Developing Organizational Leader
32 Hours 84 Hours TBD Hours
All Civilian Employees All Civilian Employees IAW Supv/Mgr Status

OrganizaWal

Acculturation .

*New Employee E*cwlﬂ
Orientation (NEO) Atﬁﬁﬁ) n
Up to 4.5 Hours W
All Civilian

All Civilian
Employees T

Supervisory & Managerial Development

*USAF New *USAF Experienced *USAF New *USAF Experienced *USAF Senior
Supervisor Supervisor Manager Manager Manager
36 Hours 4-20 Hours 27 Hours 24 Hours 4-6 Hours
IAW Supv Status IAW Supv Status IAW Mgr Status IAW Mgr Status IAW Mgr Status

Organizational

First-Level Supervisor Second-Level Supervisor senior-Level
Supervisor
*MPMC Performance Coaching Advanced Coaching
16 Hours 125 Hours 36 Hours
IAW Supv Status All Civilian Employees GS 14/15

AF Civilian Associate Degree Program
All Permanent APF Civilian Employees

* = Mandatory Learning Enablers
Virtual Force Development Center, AF eLearning, Books 24/7, Executive Book Summaries
@ = Active
Civilian Supervisory, Managerial and Leadership Development complied with the NDAA 2010 and 5 CFR 412 as
D = In Development well as DoD and OPM Manager and Supervisory framework requirements

Breaking Barriers ... Since 1947



Civilian Associate Degree

AAS in AF Leadership & Management Studies

PROGRAM DESCRIPTION
Associate of Applied Science (AAS) Degree in Air
Force Leadership and Management Studies at
little or no cost to eligible AF civilian employees

PROGRAM BENEFITS

» Provides employees with
competencies that enhance
supervisory & leadership skills

» Supports 5 CFR 412
requirement to provide civilian
development opportunities

» Increases number of civilians
with degrees filling officer
equivalent positions

» Places more civilians on path to
gualifying for Professional
Military Education (PME)

AF Leadership and Management Studies

Annual Enrollment: 90 Students

Credit Hours: Total of 60 credit hours

- 30 credit hours of General Education and Electives
completed through transfer or credit by exam

- 30 credit hours in program core completed through
10 blended e-learning courses taught by AU

- bterms of 9-weeks each year

- Award of an Associate of Applied Science degree
regionally accredited by the Southern Association
of Colleges and Schools (SACS)

Core Program Curriculum:

Professionalism in Foundations of Intro to

the Air Force Leadership Management

History and Principles of Conflict

Heritage of the AF Leadership | Resolution
Principles of Organizational
Leadership Il Culture

Process
Improvement

Thinking, Logic, &
Decision Making

Expanding Development Opportunities for our Civilian Workforce

Breaking Barriers ... Since 1947




Eaker Center

Alr Force Squadron
Commander Development
Course Overview

Lt Col Andy Hosler
Course Director
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AF Squadron Commander Development Course
&
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Interactive & experiential

Deeper investment in human domain \
Improving warfighting capability thru leadership

m MAJCOM-nominated Wg & Sq/CC mentors

\¢ PACE icntim,

MAJCOM

m Part of the Continuum of Learning
m 1,200 Total Force Students/Year; 24-classes /

Strengthening leaders of AF's most important teams Functional
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Air University is excited to develop a course on behalf of the Air Force and add to the continuum of learning for leaders at a critical point in their career. This course is not intended to replace the great work that is happening at MAJCOMs, Wings, or by the Functional communities. However, it does intend to fill a specific need: to reframe what command means to these high performing Airmen and give them tools to maximize their squadron’s potential. We’re going to do this with a 5-day course that is highly interactive and experiential and is unlike any education that most of them have ever seen. This course intends to improve warfighting capability through creating more aware leaders, including making intentionally deeper investments in the human domain and aligning strategy and values. In order to keep the course completely relevant to the field, we’ll be asking MAJCOMs to support with nominated Wing and Squadron CC mentors for each class.  

At our full operating capability we expect to graduate every first time squadron commander and civilian equivalent within 6 months of taking command. That equates to approximately 1,200 personnel a year. In order to make this interactive and experiential we need to keep relatively small classes (somewhere around 50) and seminars, and therefore need to run the course year around (24 times a year). We are currently not manned to sustain this requirement but are working POM requirements – a full time staff of about 22 is expected.  
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s W Others W Teams | Context W Future |

The Complexity of Organizational Clarity AF Culture & Climate Strategic & Critical
the Human Dynamic & Vision Trends Thinking Skills

70 /Nz Squadron Commander Development Course

Stage Setting

Self-Assessment

Communication Creating Connectivity Leading the AF Effective Risk
Tools to Know

Styles, Strengths, & Up, Down, & Across Family Taking
Challenges Units

Yourself & Impact on
Others

Bureaucracies and Advanced Problem

Understanding CrZ?]t(Ijnguci:llcll?:\Ztes Maximizing Influence Negotiating Solving (Innovation)

HARE S Cultures of Trust & Performance Linking Strategy to Crisis & Change

-Weaknesse‘s Empowerment Coaching Resources Management

Course Mentors: Leading People — Executing the Mission — Managing Resources — Improving the Unit

Integrating CSAF’'s Message to CCs: Mission, Culture, Fitness, Family, and Fun

Desired Outcome: Improve squadron commanders’ abilities to lead and develop their Airmen and organizations
to achieve mission success through high-performing teams
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This is the course overview we discussed with CSAF on 9 Nov. It represents 5 days of instruction. It is built on the Harvard Meta-Leadership model which provides a framework for leading in a complex environment. We intend to have a Senior Mentor (Wing CC or graduated Wing CC) and Junior Mentor (graduated Squadron CC) to support each course and emphasize the warfighting component of each lesson. We expect the classes to be a mix of very little lecture (only to introduce new concepts), with a lot of guided discussion and exercise in small group seminars. Various lessons throughout the week will be very personal to the student as we’ll ask them to analyze how others perceive their personality type in a leadership position, as well as asking them to work with their gaining unit’s strategy alignment.

The course is generally laid out in this way:
Day 1 is about students knowing themselves and shifting their perspective to understand how others view them. There is lot of research that shows that a high-degree of self-awareness is the starting place for moving a team and unit to optimal effectiveness (Salvoney & Mayer, 1990; Goleman, 1996)
Day 2 is about appreciating the diversity of personalities in the organization, and how to communicate with various personalities. The research behind this includes Avolio & Gardner, 2005. Leaders create culture and an empowering culture is hallmark of the most effective organizations (Bright, Cameron, and Caza, 2006; Heifetz, 1999).
Day 3 is about creating appropriate relationships and maximizing in the human domain
Day 4 is about providing a mission context to the leadership challenge; how do you align your mission, vision, and values, and then what do you do with that alignment
Day 5 is about leading into the future, fostering a culture where the things you value are rewarded (appropriate risk taking, finding innovative solutions) 

I’d like to drill into exercises on day 1 and day 4 that I think represent how this course provides builds a practical, transformational experience for commanders.
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AF Squadron Commander Development Course

Cognitive Lesson Objectives:

- Student will comprehend personality strengths/weaknesses in command roles

- Student will comprehend how others view their personality type in command
Stage Setting - Student will apply their self-assessments to create a personal growth plan
Affective Lesson Objectives:
- Student will value their personality strengths/weaknesses/tendencies in command
- Student will value how diverse personalities view their tendencies/command style

Self-Assessment
Tools to Know
Yourself & Impact on
Others

Methodology:
Understanding (Pre-requisite homework) — self-assessment results

Personal Strengths & Seminar-sized, peer-group exercise using personal self-assessment results

Weaknesses Debrief in seminar with facilitated discussion of diverse perspectives
Students learn their tendencies and develop a growth plan

Course Mentors: Leading People — Executing the Mission — Managing Resources — Improving the Unit

Integrating CSAF’'s Message to CCs: Mission, Culture, Fitness, Family, and Fun

Desired Outcome: Improve squadron commanders’ abilities to lead and develop their Airmen and organizations
to achieve mission success through high-performing teams
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On Day 1 we want people to know themselves. Most of our students will have taken MBTI type personality self-assessments before and may be able to recite their 4 letter acronym and what it means about them. They have been told for years what their strengths are and have reached this trusted position of command because of their strengths. We want to run an exercise like KRYPTONITE to help students understand their weaknesses, things they’ll have trouble with in command due to their personality type, and specifically how their subordinates are likely to view those weaknesses if they are not mitigated appropriately. Students will leave this lesson understanding their tendencies in command and have a growth plan. 
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Lesson: Forced Distribution (FD) Exercise

Cognitive Lesson Objectives:
- Student will synthesize what is needed to complete FD ratings in Sq
Affective Lesson Objectives:
- Student will organize their thoughts/tendencies on what they value for FD
Leading the AF - Student will value the impact of their decisions on the Sq

Family

AF Culture & Climate
Trends

_ Methodology:
Bureaucracies and Homework: order “1-to-n” enlisted profiles for preferred promotion statement

Negotiating Seminar-sized, peer-group defense of how and why selections were made
Linking Strategy to Det?rief in seminar_ with facilitated discgss_ion about what students valued and how
Resources their choices can impact morale and mission
Reinforce earlier lessons on influence, communication, personality tendencies, etc.

Course Mentors: Leading People — Executing the Mission — Managing Resources — Improving the Unit
Integrating CSAF’'s Message to CCs: Mission, Culture, Fitness, Family, and Fun

Desired Outcome: Improve squadron commanders’ abilities to lead and develop their Airmen and organizations
to achieve mission success through high-performing teams
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Now I’d like to fast-forward to Day 4 of the course where the theme is “context.” The day will force students to align mission, vision, and values, not just through words but through an exercise with some level of consequence: create and defend a “1-to-n” rank ordered list of enlisted personnel. I found that one of the formative experiences of my squadron command was the first time I completed a Forced Distribution process to assign preferred promotion recommendations. It forced me to know my people, to know my mission, and to understand what I valued in my personnel. It was one of those experiences where I couldn’t sleep at night until I got it right, and it is purely a commander’s responsibility. Though there is some very practical learning about this one personnel process in particular, most learning objectives are met through defending their choices and the facilitated discussion. The exercise debrief will reinforce a number of concepts from earlier in the course beyond the process of rank ordering: a commander’s ability to impact families, alignment with the mission and values, impact to trust in their unit, communicating w/ & debriefing their force, how their decisions are being influenced by their personalities (and others), etc. 

This represents the type of transformative course we are developing so students are better prepared to be commanders.
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