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“..you have a debt and a date. A debt to

democracy, a date with destiny...”
Ovala Culp Hobby, first WAC director

hen the Women's Army Auxiliary Corps began

in 1942, there were no women NCOs, But, month

by month, as women graduated from basic and ad-

vanced individual training, the leadership ability in some rose
to the top and they were assigned to lead and train uthers.

Women hecame platoon sergeants, supply sergeanis and
first sergeants, In their duty sections, they superviscd enlisted
men and women and were praised for their organizational
skills, their attention to duty and their lovally and reliability.
Within six months, women NCOs had replaced all the male
NCOs at the WAAC training cenlers,

By the end of WWII, WAC NCOs warldwide deservedly
carned promotions to the highest enlisted grades (E-1,-2and
-3 in those days). Those heroic WWII NCOs were in large
part responsible for the Corps' schieving Regular Army sta-
tus in 1948, Since then, women NCOs have served faith-
fully and diligently in
MOS  after MOS,
through every war and
national crisis in which
our nation has been in-
volved.

The Army added
two NCO prades in
1959—E-8, masler ser-
geant or firsl sergeant
and E-%, sergeant ma-
jor. Carolyn H. James
was Lhe first WAC pro-
meded 1o master ser-
geant and in 1960 she
was the first to be pro-
moted to sergeant ma-
jor. Later, in 1968,
when the Army Chief of
Staff created the posi-
tien of command ser-
geant major to serve as enlisted assistant to commanders at
battalion level and above, Yzctla L. Nelson, assigned to the
WAC Training Battalion, Ft. McClellan, was the first WAC
sergeant major to be appointed 1o hold that position and
wear the CSM rank [see page 45].

In 1972, WACS began participating in NCOES that pro-
vided progressive training at service schools and NCO acade-
mies at all skill levels. Both DA and major commanders
scheduled enlisted soldiers for resident, extension and OJT
courses from primary technical courses to the Sergeants Ma-
jor Course, The first WACs to graduate from USASMA at
Ft. Bliss, TX, were MSG Betty J. Benson (Class 1); MSGs
Helen L. Johnston (Class 3) and Dorothy J. Rechel {Class 3).
All three later became command sergeants major, Wl

The Army soon realized its women
soldiers were capable of becoming
more than lypists.

fEdiror's Note: For a more in-depifi study of the WAAC and
WAC read COL (Ret ) Betty J. Morden's hook The Women's
Army Corps, 1945-1978, CMIT Pub 30-14, 1989.]

Career managem,

Rise of a Pr

By Dr. Robert Bouilly

n modern mythology we are (empied to look back
atthe old “DBrown Shoc™ Army with admiration and
perhaps longing. The Army wore brown shoes until

1958 but most people associate the term with the in-

terwar Army of about 1920 to 1940, Tt was small and poor.
Yet it possessed a long-term cadre of officers and NCOs whao
worked well together, The Army was efficient and everyone
knew his role. To use the words of a much later Army chicf of
staff, GEN Carl E. Vuonao, the ofTicers ‘commanded’ and the
NCOs ran’ the Army.

The trouble with this mythology was that the small inter-
war Army was nod the Army which fought World War IT.
Sure, those officers and NCOs were still there. It's just that
they were swallowed up by the massive influx of civilians-
turned-saldiers during the war. There weren't enough old-
time NCOs to go around.

Hastily devised training programs produced more NCOs
primarily trained to fight rather than lead soldiers in garrison
duty. The small number of divisions fielded in Waorld War 11
(R9) meant there was little chance for divisions to leave the
fighting for extended periods to train. The attrition of infan-
try soldiers was particularly high., A common evaluation of
the Army by the end of the war was that the NCO Corps was
not particularly good.

Rapid demobilization afier the war only made the situa-
tion worse, A point system determined who could 2o home
first. In effect, more cxperienced soldiers and NCOs tended
to have the highest number of points and left quickly, Oc-
cupation unils in Europe quickly found themselves stripped
of the leadership expertisc which had carried them through
the war. Their solution was to establish training schools for
both NCOs and officers,

The war had hardly ended, for example, before the 8&th
Inf Div established perhaps the first NCO academy on Lido
Island in Venice, Ttaly, late in 1945. The Constabulary Bri-
gade in Germany did much the same with its academy, first a1
Sondhofen in 1947 and then at Munich in 1949, These
schools sprang from a deeply ingrained belief in American
society that education and training represented progress.

hese schools were also the answer to an immediate

problem. European units could not wait years for

the maturing of junior leaders through on-the-job
training as had been the case in the interwar Brown

Shoe army. They had to have competent leaders quickly. The
Army came to believe that leadership could be taught to
NCOs much as it had been taught to officers for many years.
The NCO academy movement grew over time. By 1959,
ahout 18,000 NCOs were graduating each vear from 17 acad-
emies in the states besides those being trained in the Tih
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ind NCOES foretell...

fessional NCO Corps

Army in Europe and a scattering of other places. Curricu-
lums varied. The length of training varied also, In time the
Army attempted to standardize the training through the pro-
mulgation of regulations in 1957 and again in 1964,

The Adr Force paid the Army the highest form of compli-
ment by copying elements of ils academy sysiem as GEN
Curtis LeMay introduced NCO academy training in the
mid-1950s to the Air Doree,

Despite the lack of uniformity in the academies, leader-
ship training predominaled. Discipline was a mainstay, Most
NCO academy graduates have vivid memories of their train-
ing—the student halalions, the rigid inspections which
prompted such practices as gluing school supplies to boards
at the batlom of desk drawers so everything would be in good
order. Students learned Lo inspect! They learned leadership
in a garrison setting. The academics helped professionalize
the NCO Corps by developing and refining both NCO lead-
ership skills and standards.

nother factor in the professionalization of the NCO

Corps was career management. During World War

1L, the Army adopted a system of classilying mili-

tary jobs. It adopted the military occupational

specialty (MOS) system, which codified what skills were

nceded to do a particular job, MO classification helped de-

fine the necessary skills needed in a job and helped acquire
thase skills.

But, the Army needed more than

a classification system to establish

careers for NCOs. Tl necded to pro-

vide mobility [or soldiers. NCOs

nectded vpward mobility (in rank)

while they continued to practice theiy

MOS specially, They also needed,

Yietnam War. Mobility for NCOs from unit to unit while
retaining their rank began in small measure before WWILL
Forward positioning of Army elements in the Philippines
over extended periods began at the turn of the century. Man-
ning these units raised the issue. Could the Army expect o
send units to a country outside the continental United States
forindefinite periods—perhaps 20 or more years at a time—
a career or more? I the Army were to maintain such long-
term foreign presence, would it rotale units or individuals? If
it rotated individuals such as NCOswhose rank depended on
their staying with the unil, was it fair to rotate these soldiers?
If unfair, would soldiers vote with their fect and leave the
Army? Ultimately, the Army sought to rodate individuals but
made provision for them to retain their rank as they moved
from the Philippines to stateside units.

World War 11 sent many more soldiers overseas—hul only
for a matter of a few years. It was a temporary situation, an
emergency. But the Cold War changed all that. By 1949, it
was quite evident that occupation forces in Europe could not
po home any time soon. The Philippine experience was being
repeated on a massive scale,

The Army, like it or not, was becoming torward-based.
Massive numbers of oificers and enlisted would have to be ro-
tated through units in Europe and eventually Korea, This
could only be accommuodated by allowing NCOs to carry their
rankwith them as they rotated in and out of the forward units.

STALKPOLE
BOHES

like officers, to move from unit to
unit while retaining their rank
NCOs needed 1o work in career
fields. Eventually, the post-WWII
Army provided both,

Frogress toward creation of ca-
reer fields was hesitant, In 1948, the
Army announced thecreation of aca-
teer management system. By 1949,
tests were given in a limited number
of MOSes to determine gualified
NCOs for promotion. Then came the
Korean War. It overwhelmed the ca-
reer management system and killed
it. After the war the Army didn’( pick
up where it had left off. Enlisted sol-
dier carser managemenl was dead
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The Vietnam War presented some of the same problems
that appearcd in WWIIL. Massive ULS. involvement in Viet-
nam began in late 1965 and continued into 1970, Both wars
took a heavy toll on the officer and NCO Corps. Both wars
tended to exhaust the leadership pool provided by the pre-
war army. New leadership had to be trained and put into the
field quickly. In Vietnam the 12-month rotation policy, com-
bined with the 25-month stabilization tour quickly went
through the pool of NCOs available for rotation to Vietnam.

The Army necded to be find a way to develop small-unit
combat leaders within the two-yvear tour of duty provided by
the draft law at that time. The Continental Army Command
{CONARC) provided a solution as it developed the Skill De-
velopment Base (SDB) Program in 1967. The SDB Program
sought o enhance the skills of specialists and NCOs in about
75 MOBSs. In practice, most of the program consisted of the
Noncommissioned Officer Candidate Course (NCOCC).

The WCOCC graduates were hetler known by the slightly
derogalory moniker as “Shake and Bake™ NCOs. These sol-
dicrs went directly from Advanced Infantry Training (ATT)
to combat leader training in service schools at Forts Benning,
Bliss, Knox and Sill, Tnstruction started in the classroom and
continued with field training, Most studenis also got some
on-the-job training in TOE units. All were trained within a
year, They received an NCO commission as an E-5 or L-6;
went to Vicinam and had a year left in their military obliga-
tion to serve as small-unit leaders,

ver four-and-a-half years the NCOCC Program
produced about 33,000 NCOs, They did well in
their limited role. Like the WWIL NCO, they
needed additional training in garrison duty lead-
ership when they returned.

The Army came out of the Vietnam contlict somewhat the
worse for wear, Winning would have helped, but the TLS.
didn’t win. Instead, there was a widespread perception that
the NCO Corps was especially in need of reconstruction,
Again, as had happened in WWTI, the clear distinction in du-
ties between officers and NCOs had become blurred in prac-
tice. Too many junior officers tended to both ‘command’ and
‘run’ their units. Deficicncies in NCO leadershipskills had al-
lowed officers to take over many NCO preropalives and du-
ties. The ideal represented by the myth of the “Brivwn Shoe”
Army no longer represented practice.

A number of senior officers in the late 1960 and early
1970s had been impressed by NCOs who were products of
the NCU academies and the Shake and Bake Program. Army
Chief of Staff GEN William Westmoreland, his special assis-
tant, GEN (ret.) Bruce C. Clarke and the commanding gen-
eral of CONARC, Ralph E. Haines, Ir., all sought to contin-
ue these training programs to reconstruct the NCO Corps.

The idea of education for NCOs had been around for
years—at least since 1953, As early as 1963 the Department
of the Army first considered a proposal for establishing a se-
nior NCO “college.” This proposal came from the Ft. Dix
NCO Council and had the backing of ncarly all of the service
school commandants. It was the first of several similar pro-
pasals to die over Lthe next few vears for want of money and
qualified instructors,

Gradually, the proposals broadened (o include several
levels of NCO education and training. Progress toward es-
tablishing such a system came in early 1971 when Westmore-
land, as Army Chief of Staff, gave CONARC the go-ahead to
establish a system of basic and advanced NCO education. He
withheld approval for a senior level of instruction but prom-
ised to reconsider its approval at a later date.

estmoreland probably deforred a desision on

the senior school because he knew the com-

manding general of CONARC at the time,

James K. Woolnough, was nol in favor of educa-

ation for “supcer” NCO grades. Woolnough believed that

high-grade NCOs, like general officers, needed no further

schooling. His successor was GEN Ralph E. Haines, Jr., who

was a champion of the NCOCC, and he saw to it that a senior

NCO acaderny at Fr. Bliss, T'X, was established on his warch,

At much the same time, Westmoreland heeded the advice of

GEN Bruce C. Clarke and dirceted the revival of the NCO

academy system, which had dwindled to almost nothing dur-
ing the war in Vietnam.

The Army called the new, three-tiered educalional struc-
ture the Noncommissioned Officer Educational System
(NCOES). The first formal classes started in May 1971, and
carly basic courses were very similar Lo the shake-and-bake
course they supplanted. The system is still with us today, Al
its peak in 1992, about 90,000 students graduated. Tt has
becn credited widely with providing the glue for victory in
Diesert ShieldDesert Storm.

There's a larger aspect to professionalization of the NCO
Corps as well. NCOLS is just one part of it. The larger parl is
the Enlisted Personnel Management Systemn { EFMS), which
also rose out of the post-Victnam reconstruction clfort. A
truly professional corps requires career management. Offi-
cers have had it for many vears. Since they werc relatively few
in number, their careers could be centrally managed.

The advent of computers made it come about for NCOs.
Evenwith computers, assignment to schools al the lower lev-
els of NCOLS was only possible in the mid-1980s. Tt's no ac-
cident that the creation of an Army Personnel Command
{FERSCOM]) is a relatively ragcent phenomenon.

o here we arc in 1995, Career management, along
with progressive education and training, have pro-
fessionalized the NCO Corps. Increasingly, the two
have been linked together. Onc must attend and
graduate from the Advanced Noncommissioned Officer
Course (ANCOC), In time, it seems likely that promotion for
virtually all grades will be tied to attendance and graduation
tfrom some level of NCOES. Professionalism is upon us. B

Bowilly iy the historian for USASMA, Fr. Biiss, 15
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