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“Stay committed to your decisions, but stay flexible in your approach”

To All Incoming Directors of Training:
	Congratulations on your selection as Director of Training for the Texas Cadet Training Wing! The position of Director of Training (DOT) is one that should be held in high importance and is not to be taken lightly. Having served as the DOT, I find it necessary to pass down the things that I learned – both the “needs improvement” and the things to be sustained. When analyzing other wing encampments, one might find that many do not have the position of DOT within their structure. When asked as to why, their reason would be that there is no need for the position – and in most cases, they would be correct. However, with the Texas Wing Encampment, and the scale that we execute operations on, the DOT position is not only necessary, but essential to a high quality encampment. Having established the necessity of the position, let’s break down the key elements to the duty. 
EFFORT
	Work ethic. The effort that is put forth by the Director of Training will reflect not only upon his or her standards, but also upon the whole training wing. Being frank and straight up is a must. If you do not have the desire to cope and overcome sweat, little sleep, and utter frustration, then you might be the wrong person for the job. Ask yourself this question before going any further – How do I handle stress and can I effectively overcome constraints to accomplish a goal? If you are able to answer this optimistically, then you are off to a good start. The work required of the DOT is probably the most strenuous of any position in the cadet structure. Not only will you be met with assignments and criteria, but also obstacles that will need overcoming. My advice in this regard would be to remain positive and use your assets. One person cannot do the DOT job alone – it is a team effort. When effort is put forth and assets are utilized, then, and only then, will one become a successful DOT. 


JOB RELATIONSHIP
	The DOT has an interesting role within an encampment – especially within the Texas Wing. As the DOT, you will work hand in hand with each and every member of the executive staff. With the Cadet Commander (C/CC), you will discuss timelines, constraints, and operations. With the Director of Cadet Programs (DCP), you will work to meet the National Headquarters mandated standards for encampment operation. With the Cadet Deputy Commander (C/DC), you will work to establish training standards within the line staff policy. With the Cadet Executive Officer (C/XO), you will work closely with him/her while using all facets of the support staff. With the Standardization/Evaluation Team Commander, you will establish standards and communicate your training desires. With the C/Safety, you will learn to pass all activities through to be analyzed for a safe environment. With each of these different positions, you have to have a positive, working relationship with them. The way that you work with your fellow staff members is essential to your performance level. Any personal conflicts or grudges must be left behind immediately for true success within the encampment. As a member of the National Cadet Advisory Council, I see how this works on an almost daily basis. Each of us holding one vote and acting as a council can lead to debate, but we find that we have to agree to disagree at times for anything to be accomplished. The DOT holds an interesting role in the chain of command. Although the DOT does not have a definitive line of staff under him/her and reports directly to the cadet commander, the decisions that will be made effect the entire encampment – basics and staff. The decisions that you make will have to be passed down to both the C/XO and C/DC for implementation. These things being considered leads to the next and possibly the most important aspect of the DOT’s effectiveness: communication.
COMMUNICATION
	Just as maintaining healthy and effective staff relationships were discussed above, having a high and productive level of communication is essential. Use technology! Technology is ever present within our society and it needs to be utilized for encampment. Just for this one encampment that I acted as the DOT for, I used telecommunication (including conference calls), Facebook, Twitter, Skype, Email, Radio communication, AIM, and online forums. Ensure that you go through the proper channels when communicating with other staff members, but do not limit yourself to a single source of communication. Find what can work best for you. Determine which means of communication is best for your use and ensure that your staff knows it as well. If, for some reason, you do not have an email, I would suggest getting one immediately. Although different encampment commands have different policies, ensure to copy all applicable personnel on every email you send so you do not leave anyone out of the loop. 

PROCRASTINATION
	Oh, the dreaded word – procrastination. I experienced this dreaded term during my time as a DOT, but mainly because a lack of communication as discussed above. I knew my assignments, but failed to communicate on their exact specifications on a few items until the last minute. Having that happen, there were a few serious issues that came up near the last minute due to my inability to find all problems ahead of time. So, my challenge to you in this regard is as such: do NOT procrastinate! If you think that you might be crunching for time later, do your work early. Often, other things come in the last minute that can act as huge barriers to what you were trying to accomplish if you wait. 
FLEXIBILITY 
	 While holding the position of DOT, I learned the hard way about flexibility. Remaining flexible and holding to your standards can be the most challenging thing you will do. I would refer to the quote by Tom Robbins at the beginning of this document: “Stay committed to your decisions, but stay flexible in your approach.” How challenging and complicated this can get! As the DOT, you must make decisions that you will base your whole training philosophy from. As I found, and you will soon find, things change at encampment, and they change quickly! Whether it is scheduling, requirements, or assets, everything at encampment should be viewed as something that could potentially change. When things are forced on you last minute and something has to be changed, don’t let frustration take over. Rather, use a cool head and decide what route might best be used to establish the new item into the operations. I will discuss flexibility much more thoroughly throughout the next items. 
PLAN “B”
	Proceeding from flexibility, finding plan “B” can be a challenge. When preparing for encampment, there were many things that I had that “Plan B” for, but then there were items that I had no backup for as well. One day we were surprised with a fire drill/missing person scenario that threw off my ENTIRE schedule due to a missing instructor, bad weather, and attitudes. Out of all the items that this event could have landed on, it landed on an area in which no plan “B” was made. I immediately began to freak out, but then found myself reminded that it would not do anything. While getting the cadets into the classroom, I called over the first sergeants and created a plan. I realized that we were in a bad situation due to communication failure, so I decided to make the best out of it. I had the first sergeants give each flight a piece of paper with a phrase on it and they played the game “telephone” – starting with a message and passing it down to the end to see how it differed in the end. We had some messages that changed completely and others that were quite similar. I took this opportunity, and whipped out a class from my Cadet Command and Staff College from awhile back that was still on my laptop. I had entitled it “Eschew Obfuscation” – basically complete and utter chaos. The class talked about communication barriers and how they can be overcome with the right attitude. Not only was it helpful to all the cadets, but it fit in the situation perfectly and helped me to understand the situation in which we were experiencing much better. Using that example, I urge you to be cool when developing that second plan. Although you can plan as many backups as you possibly can, it is nearly impossible to plan for every situation. Keeping a cool head in that heated moment can make or break you as the director of training.
TRAINING
	As simple as it may seem, I find it necessary to state that training is the key element of the Director of Training. Do not get caught up in miniscule details that hinder you from accomplishing the big picture. The big picture or long term (encampment wide) objective is to train the basics. You are going to encampment to train cadets and to teach them to rise up and become better leaders than ourselves. Never forget the reason you are there. Regardless of how sidetracked you might get, always bring yourself down to that common theme: training. While attending Cadet Officer School, our slogan was “Ancora Imparo”, which interpreted from Latin, literally means “I am still learning.” Oh, how true this becomes! Not only are we teaching basic cadets how to learn and how to become leaders, but we, ourselves, learn during these experiences. As DOT, I think I learned more than all my other 5 staffing experiences put together. Always remember that there are new things to learn and that we learn best when tested with reality. 

Having examined key elements that are the epitome of the DOT, I would like to share some things that I learned in multiple aspects of DOT assignments. Each area of the position was a learning experience for me, and I truly had to use “Ancora Imparo” in my leadership style. Below, I will share a few things that I learned along with some tips to survive different parts of the DOT atmosphere.
TAKE NOTES	
	Record, document, analyze, and record some more! Although I filled up a whole yellow pad of paper with notes from the encampment, there are still things that I wish I had taken notes on. From the beginning of the job assignment, begin to take notes and do not stop until you have got home from encampment. Not only is this important to record what you learned for the next person, but it is also important to evaluate the areas that need to be sustained and the areas that need improvement. Also, while at encampment, it is greatly beneficial to be able to look at a day’s notes and see how you can improve on for the next day. Take notes on encampment progress, standards, your effectiveness, and the encampment from an operational approach. Do not just keep these notes to yourself. Rather, find the most important things and brief them every night at the staff meetings so that others may know what the need to work on. Also, as DOT, you will get to see how other staff members are performing. Jot down some notes to give them feedback on how they are doing. This includes your cadet commander! No cadet commander is perfect in any form or fashion. In the many years I have attended some encampments, I have seen some squared away cadet commanders and some guys in the position who I can only dream as to how they received the job. If your cadet commander cares about his or her encampment and the success, they will ASK for feedback on how they are doing. Have notes ready to give suggestions and comments as to the efficiency level of the C/CC. 
TRAINING SYLLABUS
	One of your many assignments and duties will be to establish a training syllabus from which all training at the encampment will be derived. Do not attempt to create a training syllabus from scratch. Instead, find a past syllabus (same season will greatly help) and see what needs modifications. The idea of what the encampment is trying to present should not vary by extreme measures from encampment to encampment, but logistical measures will. Determine what is most important for the cadets to learn at what time and piece it together in the daily syllabus. Before you publish the final copy, send it out to the executive staff for feedback. Having a set of fresh eyes will allow you to identify problems and make changes for a better syllabus. Regardless of what deadline you are given, set your deadline sooner. Get a copy out to your squadron commanders quickly for them to disseminate to their staff and ask for questions, comments, and feedback. 
STANDARD OPERATING PROCEDURE (SOI)
	We are all familiar with the little, white book which we despised as a basic cadet, but learned to appreciate later on. Yes, we are talking about the SOI. Let’s make this clear though – the SOI just doesn’t come into existence, work has to be done. As the DOT, you’re the lucky person! The SOI is literally your responsibility and it is up to you to get everything into it, ensure it is in the right format, and get it out for publishing. Here are a few things that I learned the hard way which I heavily suggest that you follow unless told otherwise:
1) Don’t change the font of the SOI!
2) Make changes as necessary, but make sure you are sticking with its original format.
3) Do not exceed the number of pages that it holds when you get the old version.
4) Check the Chain of Command! Especially the upper government echelons. Those guys change from time to time, especially meticulous items like “Lt Gen” or “Gen.” 
5) Make sure that all standards the SET team gives you to put in the SOI are accurate and consistent with the facility.
6) Make facility changes as necessary within the SOI.
7) Do not mess up the page numbers!
These are just small things, but when any of them go wrong, it can mess up the whole big picture.
THE SCHEDULE
	Dealing with the schedule can be the most stressful and complicated item that the Director of Training has to deal with. Working with the Director of Cadet Programs on this part is essential to the job. The CAPR 52-16 gives specifications as to what an encampment must consist of and this can make things complicated. For summer encampments, it can be a piece of cake as far as fitting everything in and having time left over. For winter encampments, it is a work of God to get everything into place. There are 40 hours of mandated training that is divided up into:
Air Force Fundamentals – 10 hours
Leadership and Cadet Ethic – 16 hours
Aerospace Career Exploration – 4 hours
CAP Fundamentals – 10 hours
The actual execution of these hours falls into the interpretation of the regulation although the foundation of the requirements is unwavering. Color code your schedules, but when you do so, make sure that you coordinate with all appropriate personnel to know how it is to be done. For example, the way I had it at my encampment was for a specific reason. Be innovative! Do not be afraid to step out and try new things at encampment. Just because something has always been done one way does not necessarily mean that it is the right thing for the program. I know that I made many changes during my encampment and I would expect that all latter DOTs would do the same. 

When flexibility was mentioned earlier, I was not being subtle. Flexibility is ESSENTIAL when working with the schedule. At my encampment, we used Air Force Reservists to meet the Air Force Fundamentals requirements. That year they gave us a very strict time that they would teach the classes, which meant that we basically had to rebuild our encampment around those classes. Always be prepared to make changes and never freak out when that time arises. 
Do not be afraid to use training rotations within your schedules – particularly with things like classes, obstacle courses, and the firing range. When rotations are used, make sure to add clarity as to who goes where and at what time. 
Last, but not least, with the schedule is, again, not starting from scratch. Find several previous schedules and you will find many common elements. Determine why those elements are there and then find ways to improve the schedule as a whole. Use already set up formats, but make it your own. In other words, personalize it to make it the best encampment that you possibly can!
DINING IN
	The dining in is always a fun part of encampment that is looked forward to by both staff and basics. Find out if this is something you are being tasked with and, if so, pay attention to the following. The dining in should be something that can be remembered for many years to come. Each and every one that I have attended has been somehow different. Find out how you would like to do it and then make sure that you make it appeal to your “mess.” When planning for the dining in, utilize all your assets. Task the C/XO with using her staff for setup and logistics so that you and the rest of the command staff can work on the actual execution of the evening. Script the activity, but do not make it verbatim. What failed at the dining in when I was DOT were two things. First off, the evening was too scripted. The C/DC read off a script that one could tell was both unpracticed and mundane. Not that the basics could tell, but it can make it boring for the cadet staff. Secondly, there was not enough preparation ahead of time. I was so focused upon PIR, that I did not work with the staff enough on preparation. Luckily, we spent a good amount of the time on grog, which I was able to carry out well impromptu. The basics enjoyed it extremely which made it a success, but for those who have been to many, some preparation can make it more enjoyable evening. 
PASS IN REVIEW “PIR”
	The graduation parade, which should be PIR, is the highlight of my encampment. For the basics, it is an enthralling moment when they get to march past the reviewing officer to the upbeat music. For staff, it is a sign of success that they have “raised their kids” to graduation and accomplished their mission. 
Pass In Review is stressful for the DOT, but is rewarding when it all comes together. The biggest way to success in this subject is by using your assets. Although I had PIR down to success, I realized that my predecessor, who was also on staff, was my greatest asset. I used him to help teach the staff PIR and between me and him, we were able to get the staff trained in PIR. When it came time to teaching PIR to the whole training wing (including basics), everyone caught on very quickly. It was amazing to see a staff catch on so fast. 
When planning for PIR, look for the best place possible. At my encampment in Bastrop, we had the absolute worst setup for the parade, but still managed to make due. If things have to be condensed, then you just have to deal with what you have and move on. 
Practice early and often with the Advanced Training School will greatly help. Make sure that the ATS instructors know that they will be required to practice before they even get to encampment. I neglected to press PIR on ATS, which led to some cramming right during PIR to get them caught up. Everyone in ATS has done PIR before, which makes it easier, but they still need lots of practice on the actual ceremony (the guides/guidons in particular). 
In the continuity file, you should find a copy of the PIR script that I used. It was originally formatted by C/Maj Matt Norman which I made changes to. The script there is a great one to use during PIR and I would encourage you to do the same.
Use the regulations. The worst parades I have seen were made up. The AFMAN 26-2203 is there for a reason – make use of it.
Pick someone to announce PIR before encampment and give them a script to practice. Ideally, the person should be male, have a slightly deeper voice, and also be able to read a script perfectly without too many problems. Allow much time for practice – including the PIR practice. 
SET TEAM
	The SET team is a crucial part of encampment, but can go wrong quickly if not on the right track. The DOT and the SET Team must correspond for the encampment to run successfully. The Director of Training is responsible for setting the training standards, policies, and operations. The SET Team is responsible for setting standards, and evaluating their progress. Because of this, it is very important that the DOT and SET correspond each and every day to see how things are going and what can be improved.  

	I most sincerely hope that the information I provided within this text can be of some assistance. These things expressed here were items I ran into in my encampment experience. Unfortunately, I had to learn many things the hard way during my job as Director of Training. My hopes are that by sharing these pages of information, I can spare each reader the heartache and misery I went through in certain circumstances during that week and allow for even a more successful encampment than mine. Although there are many pages here, I hope that you will read its entirety to be best prepared. The future of America is in our hands. We are raising up the generation of leaders for tomorrow and it is our destiny to prove leadership through servant attitude. The position which you are embarking upon is a challenging one, but also rewarding in the end. I wish you complete success on your term as Director of Training. 
Good luck and Hoorah!!!
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