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Executive 
Summary

In January 2016, six months after the Contingency Response Wing 
(CRW) re-organization, the CRW leadership convened a strategy confer-
ence to look at where the wing is headed over the next five to ten years, 
and where it should focus its efforts. This document was derived from 
key themes and concepts discussed at the conference.

Part I:
Situation

Observe & Orient

Part II:
Guiding 
Policy

Part III:
Actions

Part I summarizes the CRW’s mission, outlines several assumptions, 
and reviews Higher Headquarters (HHQ) strategic guidance. Identifies 
Operational Agility as a guiding principle for future operations. Discuss-
es adaptability, and identifies the current and future challenges the CRW 
faces in implementing this strategy.   

Part II takes many of the concepts identified in Part I and applies them 
specifically to the CRW.  A strategy should not attempt to tackle all prob-
lems but must select just a few focus areas.

Part III prescribes ways the CRW can immediately implement this strat-
egy. Including specific actions in this strategy document is part of a 
deliberate attempt to bridge the gap between thought & implementation.

Part IV :
Conclusions

Part IV Offers a brief conclusion and provides guidance for periodic as-
sessment and review of this strategy.     

summaRy
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621CRW 
Mission

“Deploy versatile mobility Airmen, disciplined to solve problems in 
complex environments.”   

Contingency 
Response 

Forces
(CRF)

Mobility 
Support 
Advisory 
Squadron

(MSAS)

Air Mobility 
Operations 
Squadron 

(AMOS)

Open & operate airfields to link the established mobility structure to 
emerging contingencies of all types, in peace & war, delivering airpow-
er to the point of need.

Build partnerships with foreign nations allowing for operational defer-
ment and facilitating access for future operations.  

Provide theater command & control during steady state operations and 
in crises. The AMOS’s build and sustain partnerships & procedures at 
the COCOM level allowing significant participation in theater strategy 
& planning. 

Mobility
 Support 

Operations 
Squadron

(MSOS)

Provide mobility liaisons to the US Army & Marine Corps, linking our 
joint partners with mobility capabilities. 

summaRy PaRt I:
situation
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The Need for a Strategic Plan Assumptions

The CRW operates all over the world, in 
unique and threatening environments, 
with a small footprint.  

There will  be an upward trend in high-
er threat missions, in increasingly com-
plex environments.  

CRW Airmen must provide the neces-
sary capabilities to execute the toughest 
1% of missions.  To operate multi-based, 
multi-nodal mobility missions providing 
capabilities beyond core mobility com-
petencies to joint and coalition partners.  

The only way to prepare is to deliber-
ately look ahead, anticipate the require-
ments, and develop a path forward.  

The CRW/CC’s conference was the first 
step. This plan consolidates conference 
concepts, providing a unifying docu-
ment for CRW Airmen.   

In the next 5 - 10 years of the CRW 
basic organizational structure will 
remain unchanged. All efforts must 
work within the status quo.

The CRW budget and manning will 
remain the same.  

The current facilities will remain 
the same.  

Operations tempo will continue to 
increase.

Where the 621 CRW goes, AMC and the rest of the Air Force follows.                   

    it is imperative we’re leading everyone in the right direction. 
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HHQ Guidance Operational Agility

The Air Force has released several 
complimentary strategy documents 
over the last several years that paint a 
picture of where the Air Force is head-
ed in the next three decades.  

Most recently, it released the Future 
Operating Concept in September 2015.  

This document describes how the Air 
Force will conduct its core missions.  

The central principle of how is 
“Operational Agility.”

“Operational Agility is the ability to rapidly generate—
and shift among—multiple solutions for a given chal-
lenge….It is the ability to act appropriately within a 

changing context.” 
-Air Force Future Operating Concept September 2015.  

Where the 621 CRW goes, AMC and the rest of the Air Force follows.                   

    it is imperative we’re leading everyone in the right direction. 

Becoming Operationally Agile will 
enable the CRW to meet the chal-
lenges of the future.  

Another way of talking about Opera-
tional Agility is through the concept 
of adaptability.  What makes an orga-
nization adaptable?  

 A     2) Develop shared 
          consciousness 
           among teams.

  1) Utilize mission command

dabtable Military
  Organizations
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Mission Command

Identity

Command
&

Control

Speed

Developing Shared 
Consciousness

adaptability

Operational Agility is through the concept of adaptability.    Adaptability has two parts.

&
A method of command & control in which lead-
ers “assign missions and explain the underly-
ing intent but leave subordinates mostly free 
to accomplish. Commanders seek to exercise 
a sort of command by influence, issuing broad 
guidance rather than detailed directions or 
directives.”  Mission command “seeks to max-
imize low-level initiative while achieving a high 
level of command, the more general should 
be the supervision and the less the burden of 
detail” and vice versa.  

But, “the practice of relaying decisions up and 
down the chain of command is premised on 
the assumption that the organization has the 
time to do so, or, more accurately, that the cost 
of the delay is less than the cost of errors pro-
duced by removing a supervisor.”  FOC states, 
“senior leaders who choose not to delegate 
decision-making to the appropriate level will 
find themselves outpaced by events while they 
attempt to gain sufficient situational aware-
ness to direct action.”   

Finally, MCDP 6 Command & Control, states, 
“In a system based on detailed command & 
control, the command & control process tends 
to move slowly: information must be fed up to 
the top of the chain where sole decision-mak-
ing authority resides, and orders must filter to 
the bottom to be executed.  Understandably, 
such a system does not generally react well to 
rapidly changing situations.”

In a strictly hierarchical command structure 
the leader fulfills the function of knowing how 
all the pieces fit together and directing them 
to an end (a team or individual might only 
know their own role and nothing else).  

In mission command, that function must not 
be lost.  Without it, chaos ensues.  Only when 
each team understands both its role and the 
role of the other teams does mission com-
mand succeed.

 

Mission command and shared consciousness are essential components of an adaptable organization.

AKA 
CROSS MISSION KNOWLEDGE
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Identity

Command
&

Control

Speed

Challenges

Being a “CR Airman” does not bind Airmen to the mission in the 
same way being a “C-17 Pilot” does. It has an identity problem with-
in itself. 

It also has an identity problem within the command as a distinct op-
erational mission set.  It’s very name “Contingency Response Wing” 
leaves out large parts of the Squadrons’ missions.  

Effectively employing mission command and empowering enlisted 
leaders to make decisions will not be easy or automatic.  

CRW leadership is pulled from AMC which values efficiency and 
pushes decision-making up to higher levels.

Penalties for breaking these rules are steep, so Airmen have become 
accustomed to asking permission for most things. Breaking this 
habit can be hard.

The CRW is best suited to fit a consistent need for quick response 
mobility forces and must continue to reduce the response time to 
less than 12 hours.  

Challenges to our deployment processes include host wing pro-
cesses, internal processes, and deployment training requirements.  

 We must also become faster in how we acquire equipment, how we 
conduct our training, and most importantly, in how we make deci-
sions.  
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PaRt II:
guiding poliCy

Cross-mission Knowledge
(shared consciousness)

An individual, team, or sub-organization 
knows how its role fits into the big picture 
and the roles of other groups fit into the big 
picture.  An org’s ability to foster shared 
consciousness is in part determined by its 
structure.  Many orgs are placed into sub-
groups that are Mutually Exclusive and 
Collectively Exhaustive (MECE).  In a MECE 
organization, none of the sub-orgs’ roles & 
responsibilities overlap.   

The CRW must avoid becoming MECE.  Its 
mission sets overlap between Groups & 
Squadrons.  

For example, the Contingency Response 
Groups (CRGs) do not contain the entire CR 
mission; they share it with the Air Mobility 
Liaison Officers (AMLOs) who fall under the 
Air Mobility Advisory Group (AMAG).  Even 
where the wing’s mission sets do not over-
lap, its knowledge pools do—Air Advisors, 
CRTs, and AMD operators often go to simi-
lar, if not the same, locations, work different 
aspects of the same problem, and openly 
communicate with each other about poten-
tial solutions.

As the CRW builds shared consciousness 
they will do so with varying levels of inter-
action, from detailed integration to cooper-
ation to generalized awareness.  

Shared consciousness does not call for 
maximum integration.  Forcing integration 
where it’s not needed is counterproductive.  

Building shared consciousness also does 
not mean that all CRW Airmen must be in-
terchangeable.  General Stanley McChrystal 
said of his Task Force, “We did not want all 
the teams to become generalists—SEALs 
are better at what they do than intel ana-
lysts would be and vice versa.  Diverse spe-
cialized abilities are essential.  We wanted 
to fuse generalized awareness with special-
ized expertise.  Our entire force needed to 
share a fundamental, holistic understand-
ing of the operating environment and of our 
own organization, and we also needed to 
preserve each team’s distinct skill sets.”

“Sharing information and creating strong horizontal relationships improves the effectiveness of everything from business-
es to governments to cities…The collective intelligence of groups & communities has little to do with the intelligence of 
their individual members, and much more to do with the connections between them.”
                                                                                                                               -General Stanley McChrystal

Squadron Commanders & SNCO’s help 
build Airmen’s cross-mission knowledge 
and ID areas for integration, cooperation, 
and awareness among CRW mission sets.CI

CommandeR’s intent
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Mission Command
If the CRW is to truly become an adaptable 
organization it must employ mission com-
mand.  

Mission command can be utilized at all 
levels—between a group & squadron com-
mander or between a Contingency Re-
sponse Team (CRT) Chief and an Aerial 
Porter.  However, in most organizations it is 
possible to identify the level of organization 
at which mission command becomes most 
useful & essential. 

It is commonly at the level where strategic 
guidance must be translated into tactical 
execution.  

In the CRW, this point is often the interface 
between the squadron commander and their 
NCOs/SNCOs, and junior officers.

An Adaptable CRW
The CRGs cannot approach each airfield 
opening by applying a ready-made, com-
plete solution. MSASs can’t approach each 
advisory mission as if all countries were 
the same. AMOSs can’t treat each AMD as 
if it were part of the 609 AOC at Al Udeid.
The challenge is to determine at what level, 
for each of the CRW mission sets, standard 
operating procedures (SOPs) are beneficial.  
SOPs should be standardized at the highest 
appropriate level to build understanding be-
tween groups.  It is for this reason the CRW 
needs a Wing Tactics function.

Where SOPs end, the ingenuity & intel-
ligence of Airmen begin.  Their ability to 
problem-solve complex situations depends, 
in part, on their level of training.  When 
faced with novel situations we fall back on 
experience & training.  The better and more 
diverse our training, the better we are able 
to problem-solve.
Finally, the CR mission set will become 
“lighter, leaner, faster” to become more 
adaptable.  We become “lighter” in part by 
taking advantage of technological advanc-
es that reduce our equipment footprint and 
improve our mobility.

Group & squadron commanders lead by 
setting vision, intent, guidance, and ex-
pectations, then letting their subordinates 
execute.  

The NCO/SNCO corps is the keystone upon 
which all of the other pieces rest.

CRW Airmen identify: 
1) what can be codified in SOPs to gain 
efficiencies where appropriate 
2) what should remain “left open for solv-
ing” keeping adaptability.  CI CI

CommandeR’s intentCommandeR’s intent
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CRW AiRman
identity & ability

CRW Airmen view themselves as team 
members of the wing rather than merely a 
member of a squadron or flight.  
They gain that designation by training to 
standards common to all members of the 
wing regardless of AFSC or squadron affili-
ation. 

Raising team identification above the 
squadron level to the wing level reduces 
siloing, increases Airmen’s propensity for 
cooperation, and enables them to better see 
how they fit into the big picture.  

Currently, many CR Airmen’s highest level 
of identity resides at the squadron level 
or lower. Beyond this point, as General 
McChrystal bluntly put it, “everyone else 
sucks.”  

Beyond this point, information is not readily 
shared, cooperation is limited, and adapt-
ability at the highest level is unattainable.  

Many CR Airmen’s identity ends at the East 
or West coast or at their squadron’s mis-
sion set.

There will be some skill set commonali-
ties and overlap among mission sets and 
AFSCs; However, overstressing being a 
CRW Airman as ability has negative conse-
quences.  

The more time Airmen spend becoming 
generalists, the less time they have to hone 
their specialized expertise. 

In the short term the bulk of building Air-
mens’ identity falls on the squadron com-
manders & SNCOs.  They can promote a 
culture where Airmen understand both their 
role in the big picture & the other squad-
rons’ roles.  

Essentially, it falls upon the squadron lead-
ership to create shared consciousness that 
binds sub-organizations into a more effec-
tive team through trust & common purpose.

In the long term, CRW identity will depend 
partly on how AMC treats CRW experience.  

If valued, Airmen will be drawn to the CRW.  
CRW leadership can build identity by train-
ing Airmen in core skills commensurate 
with peers outside the CRW,  & add CRW 
competencies & operational mission leader-
ship experience.  

Time & money constraints will make this 
extremely difficult to do but it must be part 
of our guiding policy.

What does it mean to be a CRW Airman?  

Leadership will develop training that maintain 
Airmen’s core competencies during CRW tour. 
Squadron leadership will promote a culture 
of identity rising to the wing level, and guard 
against attitudes that marginalize one coast or 
the other, one mission set or the other.CI

CommandeR’s intent
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Implementation

The strategic rebalancing of the CRW began the 
summer of 2014 with an initial phase of process 
evaluations to include Finance, Mobility Pro-
cesses, Equipment, Training, XPO, and ops cen-
tric processes (including plans & administra-
tion).  This ongoing phase requires continuous 
improvement & IG evaluation of these critical 
CRW programs.

The second phase focuses on program & pro-
cess development that enhances our ability to 
execute the mission, empowers our enlisted 
leaders, & codifies the career development of 
our members.  These programs can be devel-
oped in parallel, but should be introduced sys-
tematically & with consideration to the prioriti-
zation of resources.

Tactics Program

Over the next year & a half the CRW will create 
a wing tactics program.  
  CRG units establish Mission Planning 
Cells & Tactics Sections where appropriate.  
AMAG units establish Deliberate Planning sec-
tions within their squadron where appropriate.  
The Deliberate Planning section will have stan-
dardized processes utilized to plan their unique 
missions.   
  CRGs & the AMOS units will build exer-
cises that utilize their mission planning cells.  
These exercises should eventually reach a 
point where they are multi-level & multi-plan-
ning cell events & integrated across multiple 
mission sets.  
  All units will work to improve their de-
brief, after action report, & lessons learned 
programs.  The wing will ensure a process is in 
place for effective information sharing between 
units, higher headquarters, & mission partners.   
  With operations & constraints constantly 
evolving, it is imperative that we continue to 
educate internally & externally to ensure our 
personnel can operate effectively & are utilized 
effectively & efficiently.  
  The CRGs will review & update their 
AFTTP, as applicable, in an effort to standardize 
operating procedures, & to drive a formalization 
of CRW policy at the MAF & AF level.  
  CRW Airmen at all levels will identify be-
haviors & activities that can & should be codi-
fied into standard operating procedures.  These 
SOPs will be coordinated at the highest appro-
priate level to ensure interoperability among 
coasts, but not so high as to limit adaptability.

PaRt III:
aCtions

Program 1: Codify the OT & E process & 
continue to improve it

Program 2: Build a comprehensive CRW 
Tactics program

Program 3: Build & sustain a Functional 
Manager training program

Program 4: Codify NCO/SNCO career de-
velopment in the CRW 
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Identity
Developing an identity for the CRW and our 
Airmen requires internal & external efforts.  
Internally we must focus on the benefits 
gained by the Airman being a member of 
the CRW, and we must empower Airmen 
to lead, while providing opportunities for 
growth.  SNCOs & NCOs are the heart of the 
CRW, and are essential to our capability to 
execute future missions.   
  All units will develop a SNCO/NCO 
career path.  It will provide targeted qualifi-
cations & jobs for Airmen to work towards 
while in the CRW, & will allow units to better 
plan & target training opportunities as they 
deliberately develop the SNCO/NCO corps.  
  Officer & Enlisted leadership at all 
levels must promote a climate that leads 
Airmen to identify as a “CRW Airman” not 
merely as an Advisor or a functional spe-
cialist.  
  Externally the wing will continue to 
build partnerships both laterally & vertically.  
A key part of this will be educating & inte-
grating with planners at all levels.  Planners 
need to understand what capabilities the 
CRW brings, and we need to be included 
early in the planning process.  If the CRW is 
to serve as the platform that other organiza-
tions plug into for support, we must ensure 
they understand how they accomplish that, 
and what we can do to improve efficiencies 
during their mission execution.   
  The wing will work to improve the hir-
ing and outplacement processes.  We need 
to ensure personnel with the right skillsets, 
attitudes, and leadership qualities are being 
asked to join our organization, and since we 
demand so much from our Airmen, we owe 
it to them to provide appropriate outplace-
ment for their development.  The true value 
of a CR Airmen will be realized within the 
command when our skillsets are the first 
considered for placement to HHQ staff.

Training
Future CRW training programs will set the 
standard for developing an Airman from a 
functional expert into a disciplined, expe-
rienced, versatile, interconnected leader 
capable of executing many cross functional 
mission sets.  When a CRW Airman is re-
turned to their primary AFSC they will be 
more experienced and possess the capa-
bility to not only execute their mission, but 
to solve complex problems and lead their 
fellow Airmen. 
  Each mission area within the wing 
will develop “pipeline” training programs to 
expedite training timelines.  This will en-
able our Airmen to more rapidly integrate 
into their units and begin expanding their 
cross-functional skill sets during operation-
al missions. 
 Units will also develop programs 
through the wing FAM program to ensure 
Airmen are maintaining the core career field 
core competencies so they can stay func-
tionally “on-level” with their peers in the 
career field.
  To truly provide the air force better 
Airmen when they leave the CRW, units will 
identify training programs outside of the 
CRW that will add to an Airmen’s knowledge 
base and better equip them to problem 
solve in complex environments.
  CRG units will develop exercise 
scenarios that, by design, require the use 
of mission command to promote leadership 
skill development within our enlisted force. 
All CRW Airmen of the future must be ad-
vising capable.  We are already seeing our 
Airmen on missions informally advising our 
mission partners.  In the future our train-
ing programs must ensure our Airmen are 
capable of advising Joint, inter-agency, and 
multi-national partners on mobility & CR 
employment.
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The CRW of the future needs to be lighter, leaner, faster, & standardized.
 All units will develop a systematic process for identifying equipment needs, 
acquisitions, & divestitures of outdated equipment.  This process must empower 
all CRW airmen to participate, & needs to enable a faster equipment refresh rate
 Looking forward to the next 3 budget cycles, units will identify emerging 
capabilities the CRW will need to provide, & what technology will be required to 
execute those missions.  
 Equipment should be standardized to the max extent possible between 
mission area units.  Standardized equipment will allow units to develop equipment 
share processes.  
 Over the next year units will conduct LOGDET reviews through Pilot Unit 
Reviews. 
 Continue to refine business rules & combine in a Wing Operating Instruc-
tion.

Organize, Train, & Equip
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PaRt IV:
ConClusion

A Look Ahead
CRW leadership will meet periodically to 
assess the implementation of this strate-
gic plan and to keep it on track.  The an-
ticipated time between these leadership 
conferences is approximately six to twelve 
months.  The timing of the conferences may 
be event driven rather than a fixed time in-
terval.  The January 2016 conference lasted 
three days and looked solely to the future, 
not setting aside time to address current 
issues.  Subsequent conferences will be-
gin with an assessment of past progress 
and current issues before looking forward.  
Therefore, they should be planned for lon-
ger than three days.

Future operating environments are uncer-
tain and the only thing that can be expected 
is the unexpected.  The CRW will continue 
to succeed by becoming more adaptable 
and exercising Operational Agility.  CRW 
leaders will utilize mission command and 
develop their Airmen’s cross-mission 
knowledge.  Understanding how the CRW’s 
mission sets fit together will strengthen 
what it means to be a CRW Airmen and 
make our teams more effective, and lead-
ership will create a culture that promotes 
interaction among mission sets. 

 To execute this strategic plan, units will de-
velop tactics programs; obtain equipment 
to make them lighter, leaner, and faster; 
provide Airmen with outstanding training 
for both their CRW-specific competency 
and their core AFSC in contested, degrad-
ed, and operationally limited (CDO) environ-
ments; and professionally develop Airmen 
to be successful officers & enlisted beyond 
the CRW. 

This document is merely a guide meant to 
provide our Airmen the latitude to innovate 
& implement solutions.  They know the 
challenges we face, and are the experts 
best equipped to solve these problems and 
improve our wing.  As stated earlier, where 
the 621 CRW goes, both physically & orga-
nizationally, AMC and the rest of the AF will 
follow.  It is imperative that we ensure the 
CRW is leading into the future while antici-
pating future challenges that only our Air-
men can envision.


