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Hard work and tight supervision was the formula for success used

by the 115th Fighter Squadron, ANG, in its drive fo become a top safe flying unit.

When a fighter squadron flies in “bad luck” for years,
then wins o Flight Safety Award for an outstanding acci-
dent-free record, there’s more to it than a change of for-
tune. Other units can profit from the measures employed
by supervisors to make the 115th Tactical F ighter Squad-
ron a credit rather than a debit to the Air National Guard
and the U. S. Air Force. The question is, what did they
do right?

or years the 115th Tactical Fighter Squadron had
Feither led the accident parade or been right in there

pitching for the runmer-up honors. “Bad Luck”
seemed to dog the footsteps of each succeeding C.0. and
operations officer. SOPs were rewritten. Pilots were
harangued, grounded or hanged as befitted their offenses.
Corrective action was always promptly initiated—after
the fact, after the bent or charred F-86 or T-33 was as-
signed to the base fire detachment for practice drills.
Letters were written and conferences held to explain the
discouraging succession of accidents. But none of these
measures filled the bill. Accidents seemed to keep right
on happening and the hole in the dike was always plugged
after the hangar was afloat.

Then suddenly, two years ago, mid-March of 1957 to
be exact, the grim parade of accidents stopped. Missions
were flown as briefed and the birds came back unbent
and unbroken. Month after month went by without so
much as a scratch except for the fairing around the land-
ing gear when the barrier caught a couple of strays.

Deservedly, the 115th was nominated for the Flight Safety ‘

Award and proudly accepted the honor. Here was news
in capital letters. News on the positive side for a change.
Not the kind of news that makes the front page, of course.
But the kind of news that makes commanders and super-

visors all up and down the line happy, contented and

ulcer-free. But more than the surface news that all was
well, there must be a story underneath. Why had the
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115th become the model unit instead of the black sheep?
What had this outfit done right?

Colonel Robert D. Campbell, Commander of the 146th
Wing, ANG, at Van Nuys, California, and former com-
mander of the 115th Squadron had the ready and obvious
answer to the why of the change. “Improved supervision
at all levels has brought the 115th out of the woods,” was
his brief comment. Nothing startling here, of course, and
yet it is the unarguable answer to the question of why any
unit makes progress in efficiency and flight safety. Of
course, this is easy to say. The details of how this im-
proved supervision came about, just what sieps were
taken to improve supervision, are more to the point. So
with the thought that other organizations might profit
from the hard won lessons of the 115th, Colonel Camp-
bell decided to call together all the supervisors involved
in the rags to riches story of the 115th and put on paper
the actual day-by-day measures taken to do the job.

Looking back to the period just before the accidents
stopped, the assembled supervisors agreed that the first
step in the right direction came from a basic policy
change within the 146th Wing. At that time it had been
the policy of the Wing that all rated staff members be
current in the tactical aircraft assigned. This means that
the 115th and the other squadrons assigned to the Wing
were carrying an insupportable load of attached pilots.
The 115th itself had 81 assigned or attached pilots to fly
in the 25 assigned F-86s, and two T-33s. Simple mathe-
matics, a litile multiplication in this case, showed that
there just wasn’t enough time to go around. If the avail-
able time were prorated, none of the pilots could comply
with the minimum 60-2 requirements. Furthermore, the
tactical, or seat pilots had not the least chance of flying
the 110-plus hours required annually by CONAC Train-
ing Directive 10-12. The result was, of course, that pilots
would come out to fiy time after time and find no airplane
available. This in turn meant that re-checks were needed
for those who did not maintain currency. And the IP
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load on the two full-time flying training supervisors be-
came ridiculous,

Therefore, the first step, a policy change by the Wing,
was the decree that only the assigned tactical pilots, their
C.0,, ops officers, group and wing commanders, two flying
training supervisors and the Air Force Adviser would
fly the unit’s aircraft. In the case of the 115th this brought
the pilot load down to a workable 39 total. The admittedly
loose supervison now had a chance to tighten up.

The order then went out to *“weed out” all the “un-
lucky” pilots, and all those who were not fully participat-
ing in the program for one reason or another, A review
of the available records was made and check rides started
on the grand scale. Heads started to fall.

In the process of weeding out pilets, flicht commander
qualifications now came under. close scrutiny. And
changes were made here. Higher qualification standards
were set up and the new flight commanders had to meas-
ure up to some pretty exacting requirements. When the
smoke cleared, all the flight commanders appointed had
been through Nellis gunnery training, or had been in-
structors at Nellis; had had Korean combat experience,
and had been through, or instructed at, the Air Foree In-
strument School at Moody Air Force Base, Georgia, It
goes without saying that the flying training supervisors
were also of comparable experience.

An analysis of the past accident records showed that
60 per cent of all major mishaps had occurred on cross-
country flights, Pilots had, in the past, been authorized
flights beyond their individual capability and as a result
had been dotting the landscape with smoldering heaps of
F-86 aluminum. Poor weather flying technique turned
out to be the main cause factor, and cross-country flying
was suspended for all pilots until they were put through
a complete instrument training program. For four months
the squadron pilots stayed close to home and flew hood
and Link until things shaped up.

The briefing guides and methods now came in for
their share of attention. The guides were revised, the PIF
brought up to date, and flight leaders were re-trained to
brief according to a strict and comprehensive method.

Next, the squadron standardization board was rejuve-
nated and the old “double standard” days were gone.

The older pilots now no longer flew according to the
old 8th or 5th Air Force rules. As the C.0., Major Charles

Nelson says, “The boys found out that they were no
longer going to fly according to Hoyle or Goren. They
were going to fly according to me!”

For the reader whe knows little about ANG opera-
tions it might be wise to digress for a bit and review the
bidding on Guard operations and the men who fly with
the Guard. Contrary to the opinion of some, the ANG
is a full-time operation and is assigned operational duties
by the Air Force, through the major commands. These
duties augment the overall operations commitments of
the Air Force. The standards of training set up for the
ANG through CONAC are fully as demanding as those set
up for regular units. The individual pilots fly as many
hours annually as the regular Air Force pilot and all this
in spite of the fact that almost all of them have oulside
civilian jobs. Only two pilots, the flying training super-
visors, are assigned full time duty to a Guard fighter
squadron. In the last six months of 1958 the 115th flew
2455 F-86 hours, 352 T-33 hours, 275 C-45 hours and
173 C-47 hours.

The planes are maintained according to the same tech
orders the Air Force uses and the average Guard squad.
ron maintenance records compare very favorably with
those of the Air Force in such things as in-commission
and AOCP rates. As Colonel Campbell says, “I've never
had any kick about the maintenance done by my Guards-
men. Our troubles were always primarily in the opera-

Coming home %o roost on a 6000-foot runway at an airdrome surrounded by homes and factories poses special problems in jet operation,




tional field. But just to tighten up everywhere along the
line, we looked into the maintenance.operations relation-
ship. Maintenance now, in effect, schedules operations in
that planes are flown according to inspection schedules
and with this better planned inspection program we get

better quality control. There’s no pushing of maintenance

by our ops people. Furthermore, the maintenance super-
visors are always included in our flying safety meetings
and contribute greatly to the safety effort.”

The Guardsman pilet must spend most of his otherwise
free time in ground and air training at the various sites
and many of them commute well over 100 miles to their
stations, In the Van Nuys setup, the average commuting
distance is about 25 miles,

Naturally, this creates problems at home because the
little wife takes a dim view of the absentee husband
routine. Recognizing “this, Colonel Campbell has sug-
gested that the Guardsman keep his Guard pay separate
and show the little woman just what it will buy. Anything
from a mink coat to a washing machine, bought solely
with Guard pay, is a real persuader, according to him.

To go on with the operational changes, 2 hard minimum
of 10 hours per month was set up for the tactical pilots,
A pilot can miss this one month but the second month
will see him getting the fish eye from the C.0., and his
days in the Guard are numbered. A re-check is auto-
matic if for any reason the pilot gets less than two hours
per month.

A full time AO is on duty at any time the planes are
in the air. At a drome such as Van Nuys where the
runway is only 6000 feet long and the surrounding area
is well built up with residences and factories, it is especi-
ally impeortant that airplanes do not attempt any get-home
heroics. When an emergency exists the AQ generally or-
ders the pilot to another airdrome. It must be noted here
that there is no radio landing aid at Van Nuys airport.

Furthermore, their fine record has been made in an area

of poor visibility and high air traffic density.

The flying safety officer duties were given to one of
the full-time flying training supervisors, Captain Henry J.
“Jack” Williams. According to Jack, “There’s no such
thing as a part-time FSO and the practice of having one
of the part-time pilols carry on this job had to stop.”

With the short (6000-foot) runway at Van Nuys, spe-
cial operational restrictions were put into effect. The F-86
would no longer be flown with external tanks when the
temperature climbed to 80 degrees or over. The T-Birds
were cut down to 100 gallons maximum in the tip-tanks,
and the barrier was raised on every approach. Two saves
of "86s have been recorded so far and served to preserve
the safety record.

A special operational problem arose when a USAF
policy change resulted in Guard units getting new pilot
trainees direct from basic flying school with no F.86
time under their belts. Fifteen of these young pilots came
to the 115th during the past two years, and five of them
were eliminated through the stringent training require-
ments which were imposed. These five, though badly

needed by the squadron, were potential accidents and

had to go. The other 10 are today fully operationally
ready with fine gunnery records. And this in spite of the

fact that the 115th cannot at any time schedule gunnery

-missions from the home drome. Most of the missions
were flown from George and Williams Air Force Bases,
the latter 300 nautical miles away.
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The 115th has set up a comprehensive quarterly exam
on emergency procedures. In addition to this the daily
flight briefings include one or more questions on emer-
gency and normal procedures, Furthermore, attached to
every clearance, local or cross-country, there is a mimeo-
graphed emergency procedure question which the pilot
must enswer and the AO must check, before the pilot
takes off. '

The training folder system on each pilot has been
closely watched. In this way the flight commanders or
check pilots have access to all mission reports, the stand-
ardization mission profiles, the ops readiness eertificate,
all exarns gnd questionnaires, and the Link trainer grades,
Nothing in_a pilot’s record is left to the memory of the
supervisor. A bad trend is thus quickly spotted and a
check ride scheduled. :

On cross-country - flights, the F-86s are not allowed
to fly alone. Two or more aircraft are always scheduled.
The T-33s have two pilots aboard unless the mission is
transition solo. The tactical pilots are required to be cur-

~rent in the F-86 only. The IPs and supervisors are the

only pilots required to be current in more than one air-
craft. Further than this, since the squadron has had the
F-86A, E and F models at one time, a pilot flies only the
A or the E and F. One checklist at a time is enough,
according to Captain Jack Williams.

Supervisors tightened up on the “boring holes” method
of flying. Every hour was made to pay off in solid train-
ing with specific mission assignments. Individual instru-
ment minimums were placed on each pilot of the organi-
zation according to his ability. One pilot might be allowed
to file into an away-from-home airport with the published
minimum weather prevailing. Another might be required

- to sit on the ground until the weather picture improved,

This one requirement has caused a lot of hurt feelings
but no hurt flesh.

Two years ago the Wing Commander requested a visit
by the Operations Safety Survey team of the Directorate
of Flight Safety Research. Within three months of the
team’s visit all recommendations made had been com-
plied with. Colonel Campbell is enthusiastic about the
help given him by the specialists who accompanied- Gen-
eral Caldara on this visit.

In a high density area such as Van Nuys the midair
collision is always a threat. Te combat this, special cor-
ridors for approach and departures were set up locally
in cooperation with Burbank and the Federal Aviation
Agency. Today, near-miss incident reports are infrequent.
And the pilots at Van Nuys fly from an airport which lies
under two Victor and three low frequeney airways!

To wrap it all up, according to the supervisors at Van
Nuys, the Safety Award came as a result of making every
pilot a flying safety officer, aware at all times of his indi-
vidual responsibility toward an accident-free record.
To be a flying safety officer the pilot of course had first
to know how to fly and to take pride in his individual
ability. In June of 1957, the 115th had only one pilot
qualified ready, according-to AFM 335-25 and CONAC
Training Directive 10-12, Today, 29 of the 31 assigned
seat pilots are so qualified. The other two are now at Air
Force schools receiving additional specialized training.

:The .115th is now a firm unit of competent, responsible
- pilots, average age 26, who are prepared to join the
~Regular Air Force on an equal basis when the need

comes. A
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