War must be reserved for those conflicts where vital national interests are at risk. However, when the decision to wage war is made, there must be no hesitation. The enemy must be defeated swiftly, efficiently, and with extreme prejudice. The nature of war requires strong, effective leaders who are committed to a specific goal, who have the wisdom to plan and implement strategies to accomplish that goal, and who have the courage to end the conflict when the goal is achieved. 

The Persian Gulf War had its share of soldiers who "rose to the occasion" and displayed those leadership qualities necessary to produce victory. One of those leaders was Air Force Lieutenant General Chuck Horner. His biography and his role in Operation Desert Storm are chronicled in Tom Clancy's book Every Man A Tiger. 

Following Horner's career, the reader is offered a peek into what makes a warrior like Chuck Horner great and at the same time provides a useful analysis of how this great military leader made it all happen and achieved victory. 

The book is also a provocative look at the personalities and intricacies of military command and control. At the time of Desert Storm General Horner was commander of Ninth Air Force and served as Air Component Commander for the U.S. Central Command (CENTCOM)-the U.S. military organization responsible for national interests in the middle east. It was Horner's job to work with his foreign counterparts in a region that stretched from Egypt to Pakistan, and to plan air warfare operations to handle any crisis that jeopardized the interests of the United States. 

He worked under Central Command's Commander-in-Chief (CINC), General H. Norman Schwarzkopf. Horner learned well the lessons of the Vietnam War, where inter-service rivalry and centralized decision making frustrated and demoralized the war efforts. After Vietnam, the U. S. Air Force (USAF) underwent a slow but deliberate transformation to become the preeminent Armed Service that was displayed to the entire world in Desert Storm. Horner was partially responsible for the re-inventing of the USAF, which was marked by a decreased influence of the Strategic Air Command (SAC) and an increased influence of the fighter pilot. 

Horner, a fighter pilot, was part of a group known as "The Fighter Mafia" that led the charge for change. The Air Force under the SAC required centralized decision making consider that a long-range bomber, or squadron of bombers, was capable of obliterating an entire population. As Clancy put it, "Bomber generals like predictability, order and control." Their command and control decision-making process permeated the entire Air Force, which frustrated and stifled creativity at the operational level. 

Everyday tasks like aircraft maintenance required a centralized requisition process and command level approval. Mechanics themselves were quartered according to their specific responsibilities. The command style of this era was characterized as one of, "fear and intimidation" and resulted in problems with morale and discipline. While the mission of the Air Force at the time was one that furthered the interests of the SAC, the real world was quite different. All conflicts after WWII and were regional battles requiring precision bombing and air-to-air combat missions. 

The Air Force's inventory of aircraft and munitions reflected this fact, but the training was woefully inadequate, still rooted in the "predictability, order and control" dogma of the old Air Force. In the late 1970's, the mission capable rates of Tactical Air Command's (TAC) 4,000 aircraft were at 50 percent or less. Something had to be done. Enter TAC Commander General Bill Creech, who was Horner's mentor. Creech, Horner and those of like mind set out to change the Air Force. 

Creech started with an education campaign using hard data to convince those who believed in centralized systems that they had failed. He set up trial units as models of decentralization, and then compared the two systems. Once the data had established the superiority of the decentralized systems, he put those systems in place throughout TAC. Some of the results were as follows: 

The average three and one-half hours from the order of an aircraft part to its delivery was cut to eight minutes. · Pilot training sorties were doubled, increasing skills and readiness. · Number of aircraft grounded for maintenance was reduced by 73 percent. · Fighters that landed with problems were fixed more quickly. The rate of those repaired on the same day was improved by 270 percent. · The ability to generate more sorties in combat more than doubled. The change initiated by Creech at TAC was continued by Horner and eventually swept through the entire Air force. 

During Desert Storm the mission-ready status of U.S aircraft was an astounding 95 percent. This success was inexorably linked to those leaders and change agents who positioned the U.S. Air Force to become the best in the world. During the Gulf conflict General Horner was Air Combat Commander of air operations for all U.S. air assets as well as Coalition assets from Saudi Arabia, Kuwait, France, and Great Britain. The Coalition of nations allied against the aggressor nation of Iraq was a masterpiece of diplomacy, diversity, and consensus. 

Combat troops and aircrews from nations separated by language and cultural barriers put aside differences to arrest and repel the invading Iraqi Army-the fourth largest standing army in the world. General Chuck Horner epitomizes the highest level of leadership. Throughout the Gulf War conflict he resisted the temptation to micro-manage the air war; he had learned from the mistakes of his predecessors in Vietnam. He had chosen the best people; he could trust them to succeed. 

He and his Gulf War team masterfully designed and then flawlessly executed one of the most devastating air campaigns in human history. The Iraqi Army was indeed defeated with due swiftness, efficiency, and extreme prejudice. As I read this book I found myself amazed that the Air Force had embraced the concept of decentralized decision making. The Air Force had advanced so far as to encourage the crew chief to take ownership of his aircraft-even to printing the point of printing the crew chief's name on the side of each aircraft. These crew chiefs embraced the new concept and become very creative in finding ways to keep their crafts aloft. They did what it took to keep their jets in the air and out of the hanger. By allowing limited autonomy at the line level, I think the Air Force discovered what many police agencies have discovered in community policing: increased morale and mission ownership.
