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Foreword to the reader:

In this book senior commissioned and noncomimissioned leaders talk to you about
officer/NCO relationships, and share thelr knowledge and experience with you. By
building on their thoughts you can increase the effectiveness of your unit and your own
officer/NCO relationships. This book includes quotations from the 16th century to the
present day, demonstrating how important this relationship has been, and continues to be,
to military leaders.

Chapters 1 through 3 address three critical officer/NCO relationships: the Platoon
Leader and the Platoon Sergeant, the Company Commander and the First Sergeant, and
the Battalion Commander and the Command Sergeant Major. Though the quatations
focus primarily on thase relationships, the thoughts and perspectives are usefil to officers
angd NCOs at every level. Chapters 4 and 5 discuss ways that officers and NCOs can
strengthen their team, and summarize the importance of this key relationship.

The officer/NCO team forms the cornerstone of our Army, We hope that this book
will help you to gain a better understanding and appreciation of the importance of this
team to mission accomplishment and the Army’s effectiveness.

You can get a copy of this book in Microsoft Word by contacting LTC Dean Mattson
at DSN 227-1365 or (703) 697-1365, or by E-Mail to MATTSDE@HQDA ARMY .MIL.,
Two other Information Management Support Center books are also available on disk: The
Chiefs of Staff, United States Army: On Leadership and The Profession of Arms (General
Edward C. Meyer, General John A. Wickham, General Carl E. Vuono, and General
Gotdon R. Sullivan); and Commmand, Leadership, and Effective Staff Support: 4
Handbook Including Practical Ways for the Siaff to fncrease Support fo Batialion and
Company Commeanders. '

LY

Mic s delves
Director of Information Management
Headquarters, Department of the Army
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Platoon Leader- Platoon Sergeant

Platoon Leaders

A wemendous senree of assistance in your learning is
from your noncommissioned officers and your follow
officers.... Take advantage of that from 1he day that yeu
are commissioned, Tt stays with you as long as you are
privileged o wear the wniform.... Competence..grows
from study, discipline, and plain hard work. As a young
officer, vom st tap onc of the greatest sources of
practical knowledge- the corps of noncommissioned
oificers that are throughout our ranks- sergeants of
unmatched ability and dedication, -GEN Carl E, Yuone,
Coffecied Works, 1981, pp. 71, 262

That period of time when we served as company
commuanders and platoon leaders at the cutting edee of
the Unitetl States Anmy..is really the best. T's that
exciting time when you'rs developing personally, the
time when you have the opportunity to wotk hand-in-
glove with young Soldiers, and of conrss, the ald NCOs,
who teach you at their knee or with the tip of their boot-
whatever way suits best, -GEN Bdward C. Weyer, £, C.
Meyer, 1983, pp. 82-84

The carc and cleaning of Lewtenants s NOO business. -
GEN Frederick J. Eroesen, in "For NCO's: Leadership,
Hard Weork and TRATNING.™ ARAF, Oat 1980, p, 24

What a hard time young officers of the oy would
sometimes have but for the old serpeants! I bave piticd
from the bottom of my hean volonteer officers whom 1
have seen starting out, even in the midst of war, with
perfectly eaw regiments, and not even one old scrgeant to
teach them anyvthing. No country ought ta be 80 cuel to
ils soldicts as that -LTG Johpn M. Schofield, 1897,
Foriyp-Six Years in the Army, p. 18

A major factor for suecess is how you pet along with
others, and this permeates every rank Army-wide.... This
emphasizes dhe need for mimal respect, mutual
profegsional competence, and reciprocal good will- and
for both sides to take into considerstion that the problem
mequires  special efforts when young officers are
inexperienced.... The sergeants in your unit can be a new
licutenant's best professional friends- while both you and
ey observe proper military couricsy, with mural
respent for cach other, -33 Aubrey 5. Newman, Follow
Ma 17, 1992, pp. 17,63

[Flatoon Leaders;] Look at yourself from [your Flatoon
Bergeant's] viewpoint and sesk to be the kdnd of Platoon
Leader that vou would like to have if yonr were the
Flatoon Sergeant... With regard to the reladonship
boiween vourself, vour Plaloon Sergeant, and your
noncomanissioned officers: if you do not have & copy of
[TC 22-6, The Avny Noncowvnissioned (ficer Guide,
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et ome, This manual] identifies the place of the
noncommissioned officer in the Uniled Siatcs Army,
There are chapters on leadership, amhority, the officer
chaln of command, the NCO suppert channel, duties and
respongibilitics of the noncammissioned oficer, and the
relationship betwezn nonsonimisstoned and
pommissioncd officers. It is specifically written for the
noncomissionsd officer, tmt you shovld read this
moaanual, comprebend it

Bespect vour First Sergeant. Do not hang atound his
office, do not lean on his desk, and da nat sit in his chair.
Remwmber, the Firs  Sergeant iz the top
noncommissioned officer in your company and desetves
your respect. Listen to him He can teach you much. -
MG Clay T. Buckingham, "To Second Lieutenants,..nnd
lo AlL" Engineer, Spring 1981, pp. 11-12

Without NOOs we would all have to learn the hard way.
What I learned from the first NCO I worked with, SFC
Alfonsy M. Bodhiguez, hos been of great value to me
throughout my entire carger, From him I leamned a lot
about soldiers, about my job, about being an offiver. 1
cannat emphiasize conough the valie 1o me that he was a
man of integrity. -COL Ward B, Nickisch, 4 Treasury
af NCO Cuotarions, 1997, no pape numbet

Most MCOs accept, a5 an unwritfien dofy, the
responsibility to instroct nowice second lHentenants but
they do so only when the strdent is willing -COL
Griffin N. Dodge, "Leasona from a Mess Sergeant
Encourage Dedication, Caring " AR, Jan 1985, p, 17

Ask old soldicrs, cepecially noncommissionad officers,
concerning matkers you do not understand..., Consult
them abent different matiers,  -Cfficers” Mamual, 1905,
pp. 34, 177

LTs need to Listen to their serpeants because the serpeant
has bean there, -LTC Tim Hawkins, 4 Treasury aof NOO
Chratations, 1997, o page mumber

Sergeants and lisutenants must have an understanding of
cach other's leadorship background. There must be a
shared kmowledpe of tmaining backeround and thonght
process,  -LTC Anhur A Schulez, in "Dewveloping
Leadership.” Soldizrs, Tul 1984, p. 24

When you join your organization you will find there a
willing body of men who ask from you nothing more
than the qulitics that will command their respect, their
loyalty, and their cbedience.,.. Commissions will aot
make vou leaders; they will merely make vou officers,
They will place you in a position where you can become
leaders if you possess the proper attributes. -MAJ
Christien  Tach, address  "Leadership.” 1318,
Congressfonal Record Appendiy, Vol 88- Part 9, p
42251




Platoon Leader- Platoon Sergeant

The offcer™NCD relationship benefits officers at all
Tewels, but especiaily junior officers. The youtig officer
gets the benefit of 10-15 hard-carned years of experierics.
T we all had to climb the same promotion ladder, it
would take too fong to develop senior officers. Bt a
liomenant assigned as a platoon leader is given an
experienced sergeant to help him, and 21l the wisdom
and cxpericnce of (hat sergeant helps the lientenaat
become an elfectve leader mmch faster than any other
way. -MAJ C L Yamamoio, A4 Treasury of NCO
Cuoiations, 1997, no page manber

What should the NOC expect of his junior officer? First,
an officer is expected to be mentally awake and morally
straight. He must be mindful that the necds of his men
come befors his own. He must have a high degres of
plysical and moral courage....

An officer pays his way, The cheapskate is always held
in contempt. Frugality is respected, freeloading is not,
Nething angers an enlisted soldier mote than io see
lieutenant slip into the messhall for a sandwich or 2 bow!
of cereal in the moming and not pay for it. The
toncommissioned officer kmows that for this ong of his
rank would be admonished if not disciplined....

No enlisicd man likes to Iear an officet belitile anpther
officer. Gossip and slander have no place among
soldiers, and thosc engaping in these merely betray their
boorish ways. An NOO knows that an officer who speaks
contemptuousty about his equals cannot possibly have
respect for his subordinates. From experience the old
soldier knows that wsualky this officor is Gying to conceal
his own inferdority and shoncomings by bellitling others,
The officer who tatks against an eplisted man is even
more  despicable, because the latter s almost
defenseless....

Intellectual honesty marks the good leader. Ag the age-
old warning so aptly sayz, never bluff. The new officer is
not expectsd to know everything. If you don't know a
particlar subject, why not admit it? It's much better to
admit ignomance of A matter than te be dishonest As
someaane has gaid, if you are honest cnough to admit von
don’t know, you will be believed when you say you &b
An officer is expected 10 be a man, not A griper or a
whincr, Loyvalty goes both upward and dowoward. When
unpleasant 1asks are handed out, the weak sister will =ay,
*This is the Old Man's idea, not mine." An officer must
be truthful to his subordinates- to their faces- and as we
said parlier, not talk behind their backs, Connscling
subordinates periodically and pointing op their strong
points and wealmesses are important. A wiss practice is
to say nothing abouf 3 pancom that yeu wouldn't say fo
him. A subordinate showld be the first to {cam about his
shortcomings, not the last, I you remember to praise in
pitlic, to punigh in private, and to deal honestly, you will
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gain the confidence and respect of your command, The
surest way 10 lose an NCO forever is to belillle him
before his fellews, or to chew him out in public.

During his career, an officer's swbordinaes will
sometimes como to him for advice and gridatce, He
tust never refuse o listen to 2 soldist's personal
trovbles..,. Often a five-minnte talk will solve a minor
matter that if not treated immoediately  might
mushiroom....

Formally or informally, an officer will sit in judgment
on many complaints and gricvances of soldists about
their noncommissioned officers. All Americans seem o
e Inclined to sidz with the wnderdog. A word of caulion;
befors you take action, hear both sides. A shamply hioned
sense of justice i3 an invaluable adribute, It may not
miake you popolar, but it will make vou respected...

The officer must guide his subordinates, answer their
questions, and supervise them. But oversupervision
indicates a basic distrust and creates undne friction. The
officer must learn when it is wisc to be present and when
t0 be absent,...

Three aliributes are common in all good military
leaders: they know and do their jobs; they see to the
welfare of their men; they stand op for what is tipht...
The trup spint of a it springs fom a2 cotrespondding
gpirit in the breast of its commander- whether that
command be an ammy or a platoson.  -MAJ Hersld .
Stout, "The WO Meets His Juniar Oihcer," ARMY, hMay
1267, pp, 66-70

During my vears in the Amiy a good platoon sergeant
always wanted his platoon leader 1o be the best in the
Company and Battalion. The good officers listened to
and leamed from hiro or ber the knowledge to be
mencssml, and went on to be good connanders oo up
the line. No platoon sergeant wanted 0 be known a5
having 2 leader who wasn't kmowledgeable, and that
includes each level of NCOs at Company, Battalion, ete.
The goal of a platcon sergeant is a platoon leader that he
can be proud of- that he can brag about- and ‘when thiz
happens, any criticism of the piatoon leader can be a
source of heated disoussiont  -ShMA Glen B, Marrell,
letter 26 Aug 1997

As the C8M of Special Crperations Command, one of iy
dutice was to give a ¢lass to commanders and senior
enlisted advisors in the Pre-Command Course, on the
subjest of officer™NCO relationships and the role of the
13G/CSM. One of the things [ would tell them includes
this story:

"Thiring the basic courss for brand new lisutenants, the
instructor pressnted them with a problem to solve, They
were told that the mission was to erect a flag pole. They
had one serpeant and three prvates, The licntenants were
given 30 mimtes to formmlate a course of action, after
which the instructor asked for solutions. Each lieatensnt
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explained in detail how the job could best be
accomplished. Finally the instnictor gave them the right
answer: 'Sergeant, Twant the fiag pole here; 111 be back
in two houts to inspect.™ I think that story, tmg or not,
tells us all we need to know sbouat officetNCO
relationships. -C3M Jimmie W, Spencer, letier 1 Sep
1597

What do we expoct from you as officers, commanders,
[eaders? We expeet of you vnassailable personal integrity
and the highest of morals, We axpect you 10 maintain the
highest state of porsonal appearance, We expect you to be
fiilr- to be consistent- to have dignity, bur not aloofcss-
to have compassion and undorstanding- to treat cach
soldier az an individual, with individual problems.

And we axpect you o have courage- the ¢ourage of
yor convictions- the courage to etand op and be
counted- to defend your men when they have followed
vour orders, even when yout orders wern in ermor-
aszume the blame when you are wrong.

We expect you to stick ont your chin and say, "This
man is worthy of promotion, and I want him promoted.”
And we expect vou 10 have even, greater courage and say,
"T'his Toan iz not qualifisd and he will be promotcd over
my dead bodyl" Gentlemen, I impiore you do not
promote 8 man becanse he is a nice guy, becauss be has a
wife and five ldds, because he has money problers,
because he has a bar hill. I he is not capable of
petforming the duties of big grade, do not do him and us
the injustics of advancing him in grade. When be leaves
you, or you leave him, he becomes someone clse's
problem!

Gentlemen, we expect vou to have courage in the face
of danper.,.. Dhying your tonr, oppottunilics will arise for
you to display personal courage and  leadership.
QOppaortunities conld arise from which you may emerge as
hemoes. A hero is an individval who is faced with an
undcsirable situation and employs whatever means at hig
disposal fo make the situation tenable or to nullify or
nogate it.

Do not display recklessness and expose yourself and
your men to pnnecessary risks that will reduce their
normal chances of survival. This will only shake their
confidenss in your judgment.

Now gentlemen, yoe kmow what we éxpect fom you
What can you expect from us?... From most of us you can
cxpect Iovalty to your position, devolion to our causs,
admiration for your honest efforts- courage o match your
courage, guis to match yvowr guis- gndumance to maich
yowr endurance- motivation t0 match wene motivation-
esprit to match vour esprit- a desire for achisvement to
maich your desire for achievement. You can expect a
love of God, a love of counbry, and a Jove of dufy to
match vour love of God, vonr love of country, and your
Iove of dunly.
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We warn't mind the heat if you sweat with ws, We won't
mind the cold if you shiver with us.... And if the mission

" roquires, we will storm the very gates of hell, right

behind you!

Genfiemen, you don't accept us: we were hare first. We
accept you, and when w2 do, you'll know, We won't beat
drums, wave flags, or carmy yon off the drill feld on onr
shoulders. But, maybe at a company party, w1l misc a
canteen cup of heer and say, "Lieutenant, you're OK"
Just lile (hat,

Remember one thing Very fow noncommissioned
officers were awarded stripes withput showing somebody
somcthing, sometime, somewher:, If your platoon
sargeant i3 mediocrs, if he is slow 0 assume
responsibifity, if he shics away from you, maybe
sometime not too long ago someone refised 10 must him,
somcone failed to support his declsions, sowmennc shot
hirn down when he was right Internal wounds heal
glowly; inteenial scars fade more slowdy.

Your orders appointing yon as officers in the TUnited
States Army appointed you to command, No orders, no
letters, fo insigmia of rankc can appoint you as leaders....
Leaders are made, they are not born. Lepdership is
develaped within youtselves,

You do not wear leadership on your slecves, on your
shoulders, on ymur caps, ar on your calling cazds, Be yvou
lemtengmts or generals, we're the guys you've got to
comvines and we'll meet you mote than halfvay.

You are leaders in an Armty in which we have served
for s0 many vears, and wou will help ve defend the
country we have loved for so many years. I wish you
happiness, hxk, and success in the exciling and
challenging vears that lie ahead. May God bless you alll
-3GM Johm G. Stepanck, "As a Senior NCOO Sees R
Army Digest, Aug 1967, pp. 5-6

Let your noncommissioned officers handle the problems
of (he platoon, bt be sute they keep vou informeed. When
the noncom has extamsied all means in trying to xight
thesz problems, step in and help. On the other band,
nomcams cannot possibly solve all the problems that anse
within a platoon, so the officer must make them awarg
that he recognizes a problem or a deficiency and how to
correct it....

Be pleasant and approachable, but forget about being a
good Joe. You'll be considercd a2 pood Joc if you
accomplish your mission and ook to the welfare of yoor
mem....

Look...every inch an officer, not only in dress, proper
haircut, spit-ghined shoes, but having the stamp of a
quality product... Don't offer the image of a hotrod
tecnager.,.. T mention this because during the past fow
years I have scen newly commissioned officers use their
first pay for a bomb with four on the floor, If you am
poing to be our leader we axpect vou to show maturity.




Platoon Leader- Platoon Serpeant

Therz gre times when poncommissioned officers can
accomplish a mission for the officer thal scems almost
impossible. We call this NCO business. It falls into tany
categories, but I will sum them up into four areas: shady,
fighy, funny, and monkey business. Please, Liemienant,
don't get involved. If you do, sooner or later you'll get
tumed. For some unknown reason good, sharp,
outstanding noncoms have the knack, when petting
involved in this type of business- but oply in order to
accomplish the mission- of coming out smelling ke a
rose. Only when an NCO is involved for perscnal gain
does he get barned, So it is best for the young oficer fo
give the noncom his head when he says he can get
gomething hopeless accomplished,

Finally, Lientenant, T will say that you will hever
beoome wealthy in the Army, Rich, yes; wealthy, never,
Rich in accomplishments, in prestipe, in the respect of
your subordinates, -SGM Momia 1. Terrchonne, "The
NCC Meets His Junior Officer.” ARMY, day 1367, pp.
68, 66

[Platoon Leaders:) Listen to your platoon sergeant. Let
hitn train yon, but insist it {s dong in the ptoper manner,
Fvahuate what he says, but decide for yourself what is
rightt -C8M Tohn W. Gillis, Tmining Second
Lientenants." Armor, Jul-Aug 1581, p. 10

Platom Sergeants

Most company grade officers arrive in 2 unit o do a job
for the first time, Most noncommissioned officers go
through cycle after cycle of new leaders, most all of
whom have new ideas for improving upon the recards of
theit predocessors. The imbalance in experlence is
significant {although, obwviousty, first sergeants have ko be
firgt-timers at some time alsa), and it is the NCO who
mmst restora it. With full awarcness of the need for tact
and diplomacy, he must offer advice, provent disasters,
and incorporab: the oflicer into the toam he has to lead, Tt
is 5 demanding role, one for which no formal training is
provided, but it shovld also be a very satisfving one
because in the corps of Army officers, the good concs
never forget the MCOs who guided them to theic
successfol careers. -GEN Frederick J. Kroesen, "NCOs;
Wat Cnly the Backbone but the Vital Nervo System
Link," ARMY, Sep 1992, p. 11

Every platoon sergeant in our battalion took the attitude
that it was his job te male sure his licotenant was the
best platoors leader in the battalion, There was a
competition among platoon sergeants as to who had the
most proficient lieotenant. -GEN Dopn A, Starry,
"Sergeants' Business," Mifitary Review, May 1978, p. 3
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A platcon serpeant. has an inberent obligation o help
his platonn leader become proficient at hiz job. This
mission §s important encngh to be listed as one of the
platoon sergeant’s pritary missions. This in no way
negates ihe responsibility of the officer chain of
command, but the platoon sergeant is in daily contact
with the platoon leader and is in a unigus position to
foide and assist him, A prudent lieatenant will
appreciate having a seasoned NCO assist and advise him
ns be lcams the ant of leadership. -LTC Cole C.
Kingsecd, "The FPlatoon Sergeant.” Jnfowiry, Jul-Aug
1993, p, &

It is the job of the semior NCO 10 mold, guide, and
educals the officer to the subtleties of Army Life. [Do this
right and there will be] fewer problems in the fapre, The
NCO should shaw the officer how each job complements
the other, He should be shown propriety and (he
nmwritten laws of professional soldiens. Thess are things
that aren't tanght in any school- except the one in which
the WOO lives, -CPT David M. Dacus, "Officers and
NCO's: A Working Relationship That Mhost Endure.”
Iyfemiery, Nev-Dee 1972, p, 24

Your knowledge and experience as a noncommissioned
officer must be shated with the officer, How do you do
that and stil} let the officer learn through experience? It
tsn't as hard as it seems. Tt requires a sldll callad tact....
The NCO can say to the officer, "Sit, I recommend that
we attack the hill from the sight because..." Now suppass
the licutenant says, I think the left side is better,"...
Right here is where the most imponant trait is expected
to be demonstrated by the noncom: loyalty, Without
complete lovalty from his noncommissioned officer the
Junior offtcer can never fully trust him, S¢ what If the
licutenant's choloe docan't sork? The officer’s ideas may
tarn out wrong. but the officer will leam through the
expericnce. [t may be good expericnce merely to have
him realize that your idaas or recommiendations are good
ones, or, most inportant, it may be good experience that
will cnable him to make a wiser choice, on his own, ngdt
time he has to docide, Whether or not the officer accepts
your idzas or approves your recormendations, you most
b loyal enongh to do your utinost to sce that his solwion
works, -SGM Motria 1. Terebotine, "The Junier Olfcer
Mects His Noneom." ARMY, Dec 1966, pp. 70-71

A mew lisuicnant is a precious thing.... Don't take
advantage of hiny, but train him, cotrect him when he
needs it (remembering that diplomasy is part of your job
description), and be ready to tell the world prondly that
he's youurs. If you arg ashamed of him, maybe it's becanse
yeu've neglected bim or failed to train him properly. Do
something about it. Show a gemaine concetn that he's
iearning the dght way instead of the easy way. But be
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careful not to undermine his authority or destroy hig
credibility. Remember that order and connter-order
create disorder.... As the sonior and most experiencad
NCO ir the platoon, you must pass on the benefit of
[vour] wisdom and experience to your platoon leader as
well as to the soltiers. -15G Joifrey 1. Mellingsr, "Open
Letters to Thres NCOa." fnfmry, May-Jun 1985, p. 20

Treat the new young officer like a fieshly forged pisce of
gicel, A skilled craftsmaan, who carcs abowt his work and
takes pride in it, can hone that metal, sharpen the edges,
and polish the blade intp a quality, long [asting sabre that
will serve the Army and its solciers well.... Developing
qunicr officers is our job. Senior officers in the it will
mentor young oificers, Peers will also provide advice and
puidance. However, only senior NCOs can guide them
through the maze of motor sergeants, supply sergeants,
firgt sergeants, and soldiers, -SFC Michael . Whte,
"Developing Junier Officers /5 Our Pusiness” MCO
Jowrmal, Fall 1994, p. 11

Senior NCOe..are a special breed ol soldier. Tried and
truz, hardened by experience, they supervise and
averwaich the everyday conduct of Army business. These
proud and caring professionals are tomgh, defermined,
and commiitted to mission accomplishment. But they are
mrich more; they are the soul of our Anmy, They are the
bond 2 the cltizen soldier; they Jmow first-hand the price
of freedom in peace and war; they have compassion and
an understanding of youth derived not only from formal
edacation and training, it from their NCO roois, Tt is
this unique and special attribote of our senior NCOs
which makes them.so effective in Cadet Command.
Sendor ROTC and JROTC cadets ame positively
influenced by these senicr NCOs Cadets sense the
umanity, the honesty, and the fierce pride of fhese
NCQz, they are drn to them. Cadets feel comfortable
with their serpeants and are willing to do what NCOs 1ell
them almost without reservation. These same NOCs whe
have been instiumental 1o the Army's stccess duving
aclive scovice make an effective tansition 10 the high
school classroom and civilian communilies, Thess great
Americans know and vunderstand the salls  and
knowledee junior officers must possess to suecessiolly
lead soldicrs; they have a vested interest in training new
lieutensnts properly; and they do it well. Upon
retirement, JROTC WCOs apply their amassed know-
how to a difforent audience with squally positive reslis,
It is an inspirational process to ohserve.., If T surveved
any population of officers or JROTC cadets and asked
them 1o identify the military person who has had the
single most positive impact on  their  life. the
overwhelming response woudd be an NCO.  -COL
Lawrence B, Woed, "Nencotnmissioned Officers- The
Backhone' of Cadet Camemand.” 1594, . 4-3, 2
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I want to emphasize the informal icaching of officers that
anly you senior NCOs in your own fashion knens bow to
do, BEvery officer can celate hig favorie story about how
his platoon scrgeant started bis vite of passage as a
liewtenant.... When I was a new second lisutenant, I was
assigned to the weapons platonn, 37 millimeter recoilless
rifle and 60 millimeter mortars, 1 didn't mew muoch
about these weapons. I knew a mortar from 2 recoilless
tifle, but that was it. However, I had a Sergeant Patoam-
Scrzcant First Class Putmam.... Pumam realized hosy
“preen” I was. He did a couple of thinps for me that
symbolize how NCOs ¢an teach and how officers can
learn. He realized that "how I was received” by the
platoon was going to be cruclal. So- before Teven met the
platoon- he came to me that first night and said, "It
wonld be usefil for the lisutenant to know the roster of
men, and here it is, Tomorrow, when [ introduce the
plateon to the lientenant, it would be useful if the
liewtenant knew the names” So T picked up the roster
and I memorized the names. The next day, when he
introduced me to the plateon, T called the names off by
memory, The soldicrs stood up so I could associate the
names and faces, and they were impressed that T had
madz ihe effort to know them, They thonght I lmew
enough to care, but in fct, Sergeant Pumam was
teaching me to care,

The second thing Putham realized was that 1 didn't
know “my clbow from my eat” about the weapons. He
said, "Would the lleutepant like to learn about the
weapons in the platoon? "Yes, T would." So he picked a
place in the field- and why he picked that place, I didn't
understand at first- he selected a moddy field that was
right behind the latrine,., Why did be pick that place?
Because after supper everybody in the company,
including soldiers in the platoon, went into that latrine.
There, locking out over the scroens, they saw me in the
mud taking insimiclion from the experienced platoon
gerpeant, leaming their weapons as well as they knew
them.

Clovor, Patname he was teaching, and fortunately, T
was listening and learning. Sharing with woor fellow
soldiers your knowledge, cxperience, and standards of
excellence is the greatest legacy you can leave with them,
The same is true with the officers vou teach. And we
never get too old to leam a litile more. -GEN John A.
Wickham, Callecied Works, 1987, p. 143

The first tme we went out with [our platcon, Platoon
Rergeant Lucas] came around to my tanl, saluted and
aid, "If the lientenant would please sit under this tree, I
will purt the platoon in posilion, gt range cards made ot
and 20 on, Then T wonld like the lientenant to inspect the
platoon.” And I said, "Is thete something that T should be
doing™ And he said, "Yes, sir, Sitting right under that
troe. That's whal the licutenant ought to be deing.” 5o 1
did He went out, took him an hour or so, and then he
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camc around, saluted and said, "Sir, its time for
inspection, And, sit, if you don't mind, whatover else yon
want to ook for, here arg the things I'd like vou to add to
vour list." That was the first lesson- my job, his job.

He brought me 2 teol box anather time and szid, "Sir,
lientenants should become proficient at mainienance, the
kit of maintenance that soldiers do." He brought me 5
general mechanic’s tool bow and said, "We're going to
lzamm how to do that.” He said, "Classes begin at motor
pool at 1900." So 1 learncd how to take tanks apart and
put them back togsther. When 1 became a comipairy
commander, he came arund and sald, "Sir, Ive come
for the toal box." 1 said, "You pave it to me, I's my tool
box." He said, “Sir, company commandars don't vse a
ool box ... Tleamed a lot about what officers and what
NCOs are supposed to do from him. -GEN Donn A
Starry, "This Is a Tough Business." Safdiers, Oot 1985, p.
13

If vou've been around the Army for any length of time,
you've heard a platoon sexgeant speaking of "My LT".
These words can be given any mumber of inflections to
convey any number of emotions: pride, respect,
exasperation, etc. It's imponiant for that platoon sergeant
t0 romember that the "LTe" petformance reflects not
only the platoon [eaders abilities but the platoon
sergeant’s abilities as well,

The earliest lovel of divect NCO/Officer relationship 15
at the platoon level, and it's here that foundations are laid
and relationships formed which may Jast throughout a
carcer, We can sum up the essence of this reladanship in
four "C's".

It's osscmtial that the platoon leader and platoon
sergeant begin with a common goal. If there is any
question, the goal is simply good training, mission
accomplishment, and care of the toops. Orientation
foward this goal beging with genving, mutoal respect- a
recognition of the training, abililics, and aspimations of
each feader. Tt doesm't imclude an  umbealthy
preoccupation with personal rewsards, evaluations, or
what "the bass” is poing ta think. If either of yoo is more
worricd abont these things than about the mission and
the soldiets, resolve it immediacly or get oot of the
leadership business. Yonr soldicrs will recognize and
"tunc oit" A phony in a very shont time,

In order io tuild cobesion, you shoold be seen togelher
often {but not always). Seme important places to spend
your time arg: the motor pool, training, sports, unit social
activities, and the dining facility. {If you want to get a
tmc idea of how your soldiers eat, checl: the avening and
weelend meals, not weelkday lunch.) Prove to members
of vour platoon that you care about them ag individuals
and that you care for them as a team. You'rs not
supposed to become buddies, but von must work together,
Finally, engure that the troops can't jget around one of you
by going to the other,
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Platoon leaders and platoon  serpeants  must
communicate. Good communication doesn’t happen all
by itsalf: It requires constant, conscions effort. Both sides
must work at it; one person can't comtiunicats, One of
vour earliest sessions will inclode your NCOER
counseling. At this time, discuss who's responsible for
what and enmre that neither can abdicare
responzibilitics. Set guidelines for how you will deal with
routine business and how you will react to anyvthing o
of the ordinary.

Talk, tallk, 1alk, and listen, listen, listen. Then add
some more "listen." Both of yon should listen to guidance
and directions from abowve, listen 1o your soldiers, and to
cach other, Set aside time each day to discuss training,
activitics, and problems, Be sure to include time for
brainstorming- sounding out  new  idess  and
improviments,

As platoom sergeant, you must be constanlly awars of
vour role a3 teacher to your platoon leader. In most casas,
you will be older, more experenced, and more
established a8 a lzader. Your task is 1o comvey your
knowledge and experience to yvour Lieutenant swithout
being condescending of disrespectiul. And remembor-
vou'te never 50 knowledgeable that you can't isam
samething new for yourself,

The next aspect of communicating 12 g0 important I
almost give it a "C" of its own. Meanwhile, timely
counseling 18 absolutely necegeary (o maintain a
motvated, disciplined, smooth-ronning  platoon.
Covnseling- 0 dnclude rewards and punishments- is
intepral to caring for soldiers. In fact, i a3 important as
pood taining and pgood cquipment, You and your
platoon Jeader will work together o establish realistic,
recognizable standards, Then, you must correct soldiers
who fall short, recopnize those who mect the standards,
and reward those who execed them, It's not necessary for
you io sit together during the conmseling session, but you
st counsel and you muost communicate the resalis to
each othet.

Az an NCO your professtonalism shounld present a
constant chaffenge to your plakon leader and to the
soldicrs assigned to you, Fvery day, vou set the example
in appearance, physical fimess, dependability, and
attindes. If you slip, you give someone glse an axouse to
slip with you. When it comes to common task, MOS
competence, weapons, or general military kaowledge,
you must be the most proficiant soldier in the platoon.
you're doing all of this, you will camn the [decp respect of
the young licutenant. Deep] respect does not come with
the joby, you earn it.

The final "C" I call cover, Be careful not to give this
ong the wrong connotation. Cover toes med include
covering up  brecches of integrity or  deliberaiz
wrongdoing. It does mean that you create am
environment in which your licutcnamt can make
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mistalkes, learn, and grow. You bogin creating this
emvironment by demanding proper militery counesy
from the platoon members towards their platoon leader,

You most understand and  weigh the  relative
inexperience of young officers in conirast to the amouont
of responsibility they carry, In addition to the platoon,
most licutenants will bave a number of additional
respenstbilitics, Most yvoung officers need help managing
their time. Teach them how to priorittze, plan, and
delegate. You will know that your leadership team s
working well when their time Is not caten vp with the
routine running of the platoon.

Everyone makes mistikes, Licnienants make their
ghare, Your job here is iwo-fold. First, make sure they
learn from thosc mistakes, If a mistake is repeaied,
provide firm, pointed instroction to keep it drom
becaming a habitual problem,

The Army has denc a superd job in tecent years of
teaching WCOs to Gain soldiers, We have placed less
emphasis on the vital task of teaching youmg officers.
However, if you're aow at this business, help is available.
Your best somroe @5 probably yoor first serpeant or an
expericncad, trusted platoon scrgeant. Also, keep your
eyes open for a commander or staff officer who works
well with NOOs. This indicates a pood first expetience
and a chance for you 1o Jeam about the relationship from
another angle. The 22-series of leadership publications
prawide another valuable source of information.

Az vou begin working with "your" LT, your first
concern will be to provide the very best leadership
possible for the platoon. But at the same tims, you'rs
training 2 futne commander or staff officer and making
an impression that will influonce hisfer relationship
with NCOs for years to come. You have a big job,
platoon sergeant;, get to it -CSh John D Woodyard,
"Wy LT nod Me," MO Jowrmad, Winter 1993, pp. 10-11

Battalion and Company Commander, CSM, and 154
Responsibilities for Training Platoon Leaders

Company commanders need to check perntudically with
platron sergeants for their perspective on how their
liewiznants are deing- this input will help tho
commander to help the young officer become an effective
leader. -CPT (M3 Dianiel G. Brown, 1977, 4 Tremary
of NCO Ouotations, 1997, no page namber

The platoon sergeant iz the primary trainzy of the
platoon leader, bt the responsihifify (o train that second
licmgnant rests with the eomipony commander.... The
infamous statement made by company commanders and
heard by platoon sergeants for years, "Platoon Sergeant,
it is your responsibility to tain yowr new platoon
lzader”.. is simply mot fwel... The responsibility for this
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trgining is...that of the company commander, with the
primary trainer being the platoon sergeant.. Extma
~help...is nocded by the platoon sergeant [from the other
trainers of the Lantenant]: the first sergeant, compaty
commander, command scrgeant magor, and baittalion

How many campany conunanders bave taken the time
to ohserve the lisptenant and then advize the plalepn
getgeant of where the lientenant nceds additional
training? How many have asked the platoon sexgeant the
licutenant's strengths and wealmesses? Flow many have
ingaed that the Lisutepant knows he sbhould get his
platcon sergeant's view on particular matters before he
discusses the same with the commander? How many
company commanders have let the platoon sergeant
know the priotity placed on training that lieutenant?...

The first scrgtant must take the time o lalk to the
second lieutenant, specifically asking how he and his
platbon sergeant arc petting along..then listen, He
should do the same with 1he platoon sergeant . .and lsten,
In his converzation, he must itmpress npon the lisntenant
that the platoon s his- the platoon leaders- with the first
sergeant's interest being only to advise and assist him in
leading it T am suggesting that this should be dons on a
schedule, perhaps once a month. The first sergeant wha
passes this off becanse "Te does this daily" bas missed my
point, His specific interest at a particular dme will strass
the impontance placed on the Hewtenant and his platoeon
and establish communication betwesn both, based on
trust, respect, and confidence. This rolationship will
cause the lientenant to seck the first sergeant’s connscl
and allow the first sergeant to handle his tralning
responsibiliey- that being to give the licutenant the
benefit of all his experiense,

The company commander should do the szame
Additlonaily, he should hold platoon leader mesfings,
not platoon leader and platoon sergeant mestings, If
there are specific subjects to be discussed at a mesting, he
should tell the platoon leader what they are and insun
the liemtenant discusses the same with the plamen
sergeant bofore the mesting The company commander
should readily accept the Jicutonant's cxpressed destea to
discuss a pacticular lopic that comes p during a mesting
with his platoon sergeant, not demanding that a decision
be made right there and ihen by the platoon leadsr, All
this tella the lewienant that he is the Jeader of the
plaioon, while reinforcing the role of the platoon
satpeant with the lentenant.

The battalion command sergeant major should brief all
second lisutenants vpon arrival into the command. He
has been there and seen it all, having dealt with more
second lienienanits than any ather enlistad soldicr within
the command, He is the proper individual to cxgplain the
officer/MCO relationship and the training responsibilities
of the NCO In waining Beatenants,
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Tha battalion commandet mwst be the driving force
behind the training of listitenants in the unit. AL will fall
into place when he causes the importance of this training
to be recognized by the degree of his imvolvement. He
should schedule his command sergcant major, | first
sergeant, ot his best platoon sergeant at one of hig officer
calls and have him address what WCOs and soldiers
cxpect in Icadership from second lieoicnants. Leaders
ahove the hattalion commander can talk about the
importance of training Heutenants, but the ondy trainer
who can cause it all to happen is the battalion
commander.

A few ewamples of the responsibilities of those traincrs
otfier than the platoon sergeant have been mentioned.
‘There are others, Some of these are:

~The lisutenant may expect his platoon sergeant and
tank commandars to immediately crabrace him 28 freir
lieutenant, simply based on his ascignment a3 their
platoon leader. Tl won't happen. BHe will bave to eatn
their respect before they claim ewnership and they refer
to him as "nry licuenant." He shonld be trained on how
to accomplish this guickly,

-Insuring the liewtenant knows that, although be must
Eo through a learning process, he is not joining his first
unit a8 a second lientenant learning how to be a platoon
leader, In the eyes of his NCOs and soldiets, he will join
the unit as e platoon leader- an imporant difference|

-Most lieutenants join their first wnit expecting to
dircctly lead soldicrs, They should know that this will not
happen! Only first-line NCOs,, directly lead soldiess, the
lieutenants lead NCOs, His injtial training should be
focnsed on learning how to do this,

-The lieutenant should koo that he will be "tested” or
challznged by his NCOs and soldiers at thelr eatlicst
convenience, and the company commandar i going to
throw him quickly into the breech to specd up these
challenges. He shonld be trained to expect and handle
these inklial situations.

We can make this tralning of leuienanis easier by
sending him into his platoon from a position of strength,
rather than ong of weakness, We can do this by insuring
be knows the strengths that he has and by making surc
he is trainéd to take advantage of them immediately upon
assignment to hig first unit. Weo also have to insare that
the ligumenant ynderstands  that he hae  soms
responsibilities oward his own taining, He oonst say to
him:

"You have to remember that you have only half of
what you need to lead vour first platoon- your technica)
knowledge.

"Your NCOs and soldiers expect you to arrive fill of
vigor and mnderstand your enthusiasm to bocome the
next Fatton, They don't want it any other way.
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*Listen o your platoen sergeant. 1t him traih you, hot
insist it is done In the proper manner. Evalnate what be
says, but decide for yourself what is vight,

"Learn from your experiences, good and bad,

"Above all, remember that your NCOsz and soldiers do
not need 2 leuwtenant who trizs to be an KOO, nor ope
who tries to portray himself as fust a soldicr with a bat
an, They need an officer!™...

If we beligve that we showld train the way we are going
to fight, we had better start training the one officer who
will abways lead our NCOs and soidiets into battle- the
lisutenant. It's time to get on with it. -CSM John W
Gillis, "Troining Second Lieutenants.” Arser, Tul-Ang
1981, pp. 9, 10

A (actinl Fiest Sergeant will. be a greal help to a
shavetail liewtenant! -CCL Charles A, Romeyn, "The
First Sergaant." Cavalry Sournal, Juf 1925, p, 257

We were having stand-to at about four o'clock in the
morping Jand I was wandering sround on my Grst
exercise a8 g scoomd Hewtenant] looking for the coffes, T
found it and,..asked where is the cream and sugar, Over
there, Well, cver there was on the hack end of a trailer....
What T found was a S-pound bag of sugar. I weni in and 1
hit rock; you kaow the thing had hecome solid rock, and
I could not get it out. [ was in there trying to get it, and I
thought T would get the milk. Well, the milk was in one
of these little evaporated milk cans back in thosc days, 1o
labels on it, but the milk had gotten caked, you know
now it gets calred around it, and Twas shaking and could
not get any out, And I did not think amybody was there; it
vwas datk ae hell. 3o I heard this woice, "Licutenant
Yuono, can I speak to you, sir?" and I looked up and it
was the First Sergeant And I answercd, "Fitst Sergeant,
what can I do for you? He said, "Sir, it is what I can do
for von" T said, "What is wp?™ He said "Licutenant
Vuono, do you intend to make a carser ant of the Army?
I thought that was a hell of a question to ask a gy at
4:30 in the motving. I said, "Well, First Sergeant, I do
not koow, T bave not thought much abont that yet."
Well," he said, "if you do, you got o do one of two
things. You got to eithor stop drinking coffee or guit
drinking it with cream and sugar, You are just making a
foal out of yourself walking around looking for the sugar
ang cream.” To this day I drink sy coffes biack, -GEN
Carl B, Yuene, Collected Works, 1991, pp, 436-437

L
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Company Commanders and Fivst Sergeants

The towphest job I had, and the one | romember as
having more personal responsibility than amy other, was
being A first sergeant in combat, That was a gond job
also. -GEN John W. Vessey, "From Private to Chairman
18T 3GT Was Toughost" Solkfiers, Sep 1983, p. 6

There is no individual of & company, scarcely excepting
the capmin himself, on whom more depends for its
discipline, pelice, instruction, and goncral well being,
fhan on the first sergeant. This is a grade replete with
cares and with responcibility. Tts dutics place its
incimbent in constant and direct contact with the men,
exercising ovet them an inflpcnce the more powerful as
it is immedialic and persomal, and all cxpericncs
demonstralcs that the condiion of every company will
improve or deteriorate neatly in proportion to the ability
and worth of its first sergeant, -WG Jacob Brown, letter
to the Seerctary of War, 1825, American Siate Papers,
Military Affairs, Vol 3, p. 111

“Tt's a first sergeant's responsibility 10 the unit to take the
knowledpe he hag learncd and pass it to the commandcr
of the unit as well as the privates,” said [15G Miles|
Retherford.... Retherford's advice is similar to that of
General Omar M. Bradley who said, "When seldicrs
know their jobs, the first sergeant knows he's done his"
-"The First Sergeaot” Sergesnfs’ Business, Mar-Apr
1989, p. 17

Your company will be the reflection of yourself, If you
have & rotten conipany it will be becamse you are a rotten
captain. -MAJ Christian Bech, address *Leadorship.”
1918, Congressional Record Appendte, Vol 38- Part 9,
p. A2252

The soldier having anquired that degree of confidence of
his officors as to be appointed first sergeant of the
company, should consider the importance of his office;
that the discipling of the company, the conduct of the
men, their exactoess in obeying orders, and the repularity
of their manners, will in a great measwre depend on his
vigilance. WG Frederick von Steuben, Reguiations for
the Ovder and Discipline of the Troops af the Unfted
States, 1719, p. 145

The Captain must be sure that his wishes and ideas are
carfied out. Only decp Joyally will insure this. This
Ionvalty inciudes the right of the First Sergeant to disagree
with the Captain, argue a point, and then, ever if not
convinced, loyally carry out the wishes of the Captain....
Matry 2 poor Captain has had his reputation saved and
his troop kept, or made, a good troap by a fine Fitsl
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Sergeant.  -CCL Charles A, Romeyn, "The First
Sergeatt.” Cavealry Jowrmal, Tul 1923, pp. 297, 208

In my first batiery command [my] First Sstgeant
respectfolly, but ofter, reminded me that he had more
stripes thart I had bars and years of service comnbined,
and I would do well to use his counsel at times, -LTC
Nomman E. Jarock, Battafion Commanders Speak Out,
1977, p. 63

[When taking comumand of a conpwany, the compaty
commander and the 185G should] develop and agree on
uni} goals, standdards, amd ohjeciives:

-Specify and publish them, {For example, & goal of 260
for everyanc on ihe PT test.)

~Agree on "the frbiddens: the catastrophic non-
redesmables.” (For example, safely, weapons and
ammonition acoountability, drogs, DWI, and AWOCL.)
You and your first sergeant must be on the same “priority
frequency” o ensre fhitness.

Show your 185G a copy of your completed OER
Support Form...

Many new company commanders are head-strong and
self-assured, They tend to disregard the advice of their
experienced and capable 186, A few blunders usually
bring them back to reality, but you can aveid that
humilistion with common scnse. Listen to your frst
sergeant; deaw on that long experience... Good
communication also includes listening, [The 15G] must
be able 1o articilate to you [the company comamandsr]
both stdes of a problem. He can't do that if he doesn't
hear both sides,  -BG John G Meyer, Company
Commupnd: The Batiom Lire, 1990, pp. 43, 36, 41

It 1s imporative that the company commander and the
Firgl Sergeant work as a close-kmnit team and that they
alsn include the executive officer in the team. Thess thres
must stick tpgether throuph thick and thin, even if they
dor't like szch other. -SFC Pauwl H. Johnsor, "Brigade
First Sergeant." Jafemtry, Mov-Diec 1986, p. 21

The first sergeant..is abowt the most indispensable,
cectainly one of the most famons and probably the most
terriying personage in the United States Army. [He)
must be tough and understanding; a gemuing put-of-doors
type competent to do desk work [who] knows his way
aropnd in that bewildering maze and torment knowrn: as
"Army paper work."... First sergeants many times have
saved the bacon of captaivs and lientenants, Not alene do
recnuits and private soldiers learn military wisdom from
the top idck So, if they are wise, do commissionod
officers.  -Samuel T. Williamson, "Top-Yes, Top-
Bergeant.” New Fork Fimes Magazine, Jan 18, 1542, p.
14
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Commanders and First Screcants are not fiends. Their
relationship is more impottant than that, It is 2 bond
based on mutual irust and respect- a bond that exists
from the moment the battalion commander passes the
guidon to the company commander. The First Sergeant
does not thinlg, "Yim, company commander, have to eam
my tespect’- that rospect is amtomatically given te the
comtmander. The Army cannct afford the tisae for respect
to b built- the unit may have to ga 10 combat the next
day. This mntual respect is based on understanding the
backgronnels of the two individuals, and their mrtoal
dedication t0 the scrvice of their country. As the
company commander and Fitst Sergeant work togather,
this bond ¢an be strengthened, weakened, or broken, A
weakensd relplionship can be repaired through honest
dialagiee, But once broken, thiz bond cannot be restored.

The cotumand team must konow each other's strengths
and weaknesscs, bocanse those are the team's strengths
and wealmesses, For the command i2am o reach a point
of tangency, it mmst use the srengths to its preatest
avantape whilz omering for the other’s weakrwesses-
pven if it means brealdng with waditional officer/NCO
roles. -CSM Jimmie W. Spencet, lotter 1 Sep 1957

Good 158Gz make company commanders good,
Baitafion Commander's Hanedbaok, 1991, p. 21

-Fke

Tt wasn’t uniil I became a fivst sergeaot that T realized
how vital the union of [the company commander ;nd the
184G] is in forming 2 strong company command team
and satting the command'’s climate.... There has to be a
bond betwezn these 1wo leaders before they can form
their team. That bond building can be done by wotking
on five elements; relationship, responsibilities, lovalty,
duty, and goals.

-Relatfenship- The commeandet and first sorgeant
relationship has to bo onc of mutual understanding and
rospect. Thoy must share experiences and ldeas both
good and bad They must take each other into
consideration and give honest responses, Openness leads
to proper sharing between the team. Friendship is also
important. Not "buddy buddy," but one of personal
concetn for each other and their families.,,.

-Responsibilities- These are well defined in AR 600-
20. The cormmander is responsible for everything and the
first scrpeant implements. Share tasks. Do it in any
manmner that is comfortible for both leaders. ...

-Lenwealty- Thig s the element that bonds the team.
Loyalty to and from each other mast rwn deeg.....

-Duty- This is professionalism at ils best... Both the
company commander and first sergeant must be traly
professional and set high standards....

~Fagis- Short term goals must be esighlished carly
along with the [ong teom goals, These goals could st
into the poxt change of command. But setting these goals
docs pay off....
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& command team forms if a commander and first
serpeant work out the five elements discussed. That team
has 8 sense of direction and dity built on purtual trost
and will assist each other in accomplishing their
mission..., The team attitode will allow you both to lead
your company and successfiily take care of your soldiers
and lead them where o want them to ga, -15G Grover
L. Watters, "Fivo Steps to Sucecss.” MO Jonrmed,
Winter 1993, p. 7

Set a time limit for the "pificial" portion of the [unit
mectings. 1SG Michael Teal] timed my portion of the
meetings and I timed his, Thus, we kept all ime tables. -
CPT Thomas K. Siler, "NCO Development Program,”
Army Trainer, Summer 1983, p. 15

CGiood,,-capable non-comimissioned officers form so strong
a backbone to an organization, be it To0p, company, or
battery, that if the non-commissioned officers are not vy
to the mark of repsonably fair efficiency, thete is no end
of annoyance to the comsmander. -1LT C. W, Farber, "To
Premote the Efficiency of Nen-Comnmissioned Officers,”
Jotrnal of the Mititary Service Institurion of the Linited
States, Jan 1898, p. 98

General of the Army George C. Marshall on Fivst
Serpeants

I placed the firet sergeants on the "officer of the day"
raster. They did this work surpassingly well, and I
always felt a complete confidence in the state of the
garrison when one of these men was on duty. They took
it very seriously and there was litfle that went on in the
garrison that they did not already know about, In line
with this T made it a point...during the wisit of the Coms
Aren Commander [to present them] personally to him, -
Ceneral of the Amy George C. Marshall, 1541, The
FPapers af George Catlett Marshall, Vol 2, p. 346

[CET Charles Lanhsm wrote to (GEM Georyze] Marshall:
"Your old friends- the ficst serseants down here- nover
tire of talking of vou." FGEN Marshall wrote back:] "1
look back on my year at [For] Scroven ag one of the
finest in my Army carcer, and in many ways it was very
instmictive, The most gratifying phase of the period was
contact with an utuswal proop of nencommissioned
officors. I think we had the finest collection of first
sergeants there I have ever seen together.”  -General of
the Army George C. Marshall, 1939, The Papers of
Gearge Catlett Marshall, Vol 2, p. 58

[When GEN George Marshall was asked in 1933] what
he could spare for CCC [Civiliah Conservation Corps]
work, he sad, "Leave my post sutgeon, iy commissary
officer, my post-exchange officer, and my adjureant, and T
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will tun this command with first sergeants." -Forest £,
Pogue, Gearge €. Marshall: Education of a General, p.
276

Company Commanders, NCOPD, and NCOES

NCOPD is, and has to be, officer business. Yo
commmander must be involved in NCOPD, K you don't
get the commissioned officer chain invelved in taking
care of the noncommissioned officer corps, you'ne going
to get short-changed in warfighting ability, MG
Deonald B. Tnfante and W3G WNoman J. Oliver, "The
Officer and the NOO: Who Does What?™ Officers’ Call,
Mear-Apr 1985, p. 3

Don'l delay a soldier from attending a profissional school
for any reason short of war, You [company commandet]
and your boss didn't get to your positions by missing a
key professional school. -BG John G. Meyer, Compony
Commend: The Bottom Live, 1990, p, 126

A company commander takes ptide in his
noncomniitsionsd officers; and, as they are an indication
andl a reflection of his own efficiency, he will naturally
devote the preatest possible amount of time and energy
their military education and to the develapment of such
fualiies of leademship a3 they may possess..
Noncommissioned colficers of all grades should be
men...in whom the qualities of leadership have been
developed to the highcst possible degree along the same
npiform and systemstic lines a5 have those of their
officers.... The instruction ol noocommiestoned officers
showid also be coordinated and stomdareized. -MAT R,
8. Braton, "Noncommissioned Officers’ Tmining
School." Infamtry Journaf, Apr 1922, pp. 427, 426

Noncommissloned officers of all tanks musi advise and
encourage commandsrs not to defer NOOES training
becansz a soldier is “mission essential.” Professional
development fraiming s another aspect of soldier
readiness mather than a degmdation of combat
preparedness.... Many junior soldiers dismiss career
aspirations when they miss the opportunity for
professional development ivaining becauss of mission
requirements. This is especially truz when they see less
qualificd soldiers feceive the training they were denied, -
SGM Dan Murphy, "NCOES and Soldier Retention in 4
Smaller Ammy." NCO Jaurnal, Spring 1991, p. 2

Company Cemmanders and Faimess

There mnst e, first, that faitness which tmeats all men
justly. I do not say alilee, for you cannet treat ail men
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alike- that would be assuming that ali men ate out from
the same piece; that there is no such thing as
individuality or a personal equation, Y'ou cannot treat all
men alile; a mmishment that would be dismissed by one
man with a shrug of the shoulders is mental angoish for
another, A company commander whe for a given offense
has & standard punishment that applies to all 15 efther too
tndolent or 00 smipid to study the personality of his men,
In his case justice is certainly blind. -MAJ Christian
Bach, address 'Leadership 1918, Congressional
Reeord Appendiz, Vol 88- Part 9, p. A2252

[it is very important that the sergeant] be not chosen, by
favor nor affection, but rather trongh his valor and longe
experience in wat Boinge soe chosen it is a preate
repose to his Captrine...and all other executiones shall
have the .better success. -4 Discourse of Milftary
IHscipline, 1634, p. 12

The choice of non-commisgioned officers s also an
ohjcct of the pgreatest importnce: The order and
discipline of a rcgiment depends so much upon heir
behaviour, that too much care cannot be taken in
preferring none to that trust but those who by their merit
and good conduct are entitled to it. -MG Frederick von
Stevben, Reguiations for the Order and Dixcipline of the
Traops of the Cnited States, 1779, p. 129

Farmally or informally, an officer will sit in judgment on
many complaints and grievances of soldicrs about their
nencommissionsd officers. All Americans seem to be
inclined to side with the nnderdog. A word of caution:
before you take action, hear both sides. A sharply honed
sense of justice is an invaloable Aimbute, It may not
miakee you popular, but it will make you respected. -MAT
Hemeld F. Stout, "The NOO Meats His Junior Officer."
ARMY, May 1967, p, 70

Campany Commandets and NCOERy

TAdvice to company commanders on NCOERsY:

Write the NCOER. as if it wore your own

Submit NCOERs on time, A late NCOER. indicates a
systern Failurs and you're responsible for the system,

On the rare occasions when you have a late NCOER,
always alcrt your baitalion commander, Mever, mevar
simply forward & late NCOER without notifying him, Be
preparcd io "take a hit" yoursalf, if von deserve it.

Your system is vital You meed an  coffective,
manageable NCOER. processing and tracking system.,
Your entire chain of command must knew the systcm
and adhere g0 its puidelines... Dont rly on higher
headguarters to femind you when an NCOER is due.
Make your unit leadership track their soldiers. In fact,
kzep 2 mastor tracking system in your orderly room...,
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Write ar NOOER with concern, Writing an NCOER.
the day before it's due isbad practice, Write a rongh draft
at least 10 days before the repott is due. Let it sit. Then
pick it wp and rewwife it, This practice ultimately will
save you time and will prodnce more accurate NCOERs
for your soldicrs, Give yourself time to do it right. And
give your boss Hime to do hiz portion., .,

Review all NODERs written in yoor company. You'll
ensure your soldiers are properly cared for and find out it
any people in your unit need help in writing NCOERs.
Inchnde your 18G in the revicw process. -BG John G
Meyer, Compary Command: The Bofiom Fine, 1990, pp.
2183

Company Commanders and the CSM

[Company commanders:| Talk with your battalion
CSA.... Develop a rapport with the battalion CSM to last
throughout your command tour. If you're having
problems with your 18G, seck the battalion CSM's
advice. Maybe your first sergeant's okay and 1ou’re doing
gomething wrong.  -B3 Jobn G Meyer, Company
Command: The Botfom Line, 1990, p. 33

Most companyftroop commanders...see the [battalionf
squadron CSM] a8 an cbstacle (and that is putting it
kindly) to overcome, rather than a resource to assist
them.,., During my first twa assigninents &s 4 commaned
sergeant major, I tried everything T conld think of to
change this attitude and was frustrated. The first thing I
asked my squadvon commaneder in my thitd assignment
was to bo part of the in-bricling of every troop
commander. I wanted to taik to them, eyeball to cychali,
befare they took command.... The first thing I said to
cach troop commandar (in the privecy of my office) was:
"Captain, [ am not a ihreat to your command. I don't
command anything! My mission is to make the squadron
commander the best one in the United States Armiy, The
only way I can do that is to have the best five troops in
the Army, The only way I can do that is to advise and
assist you in any way I can so that ymer command is onc
of the best in the Army.* Amazing! It was as simple as
that, T was 50 percent mors effective as a commatwl
sergeant majer. The communication line was open and
they used me, -CSM John W. Gillis, "Additional
Thoughts." drmor, Nov-Dee 1982, p. 7

Techrnigues which the more effective CSMs use to avoid
the appearance of short-clrcuiting the chain of command
arc;

L. They recognize and acknowladge that there is only
onc chain of command, and that the CSM is not in it

2. They reinforce the chain of command by supporting
wrt officers in the filfillment of thetr responsibilitics,

3, They are accessible and frecly talk to subordinate
unit commanders. The best CSMs often take the
iniiative and frequently +isit the subordinate
cormmanders,

4, They are active and effoctive members of the siaff.
They arg not "hand wavers” and "pontificators.” Rather,
they plan and proposa policics, and implement progrmms.
The best examples are NCODP programs in which the
CSM is an active participant  -Nowcommissioned
Hficer Professional Development Study, Vol 2, 1986, p,
114

CEhs don't have the suthority to ]l company
cominandzrs what to do, bt they most be able o ask
why certaln events are taking placs to ensare what is
baing dane supports the battalion communder's intent Sor
accomplishing the mission, -CGL Robert B. Mangold
and CSM Jemes A (Art)  Johnson, "Druties,
HResponsibilities, and Authorty of the DBatialion
Commond Sergeant Major" Adifitery fneelligenee, Jul-
Sep 1991, p. 21

A now THHC] commander's effsctiveness in cultivating a
good relationship with the staff often defermines his
effectiveness as a leader. Accordingly, a prudent HHC
commander will quickly cstablish a closs personal
relationship with the battalion executive officer and the
command sergeant major. Support from the XO is
important, because he can ensiure $hat the stalll sections
release thetr personnel for mandstory training events. In
atMdilion the XO iz indispensable to the HHC
commander's efforts to improve vnit maintenance. The
CSM is essentlal becmuso he can often deal more
effoctively with the staff noncommissionad officers than
either the FEHC commander or the st sergeant, (An
HHC commander must not rely too much on the 280 or
CSM bt should vee them only as 4 last rasott or when
allempts to coordinate directly with the staff officers and
senior NCOs have proved fruitless) The best HHC
commanders T lave chserved have gone to great lengths
to gain the trust and support of the stafi officers and
soction NCOs through personal visits to thelr offices, -
COL Cele €. Kingseed, "The DBatielion HHC

- Commander." fafantry, Sep-Oct 1994, p. 17

I hope a commuander fesls P'm an extra set of eyes, maybe
with a little mor expericnes than a junior commander
may have, who can give him some soggestions that will
help keep him on the same "azimuth” as our boss, -C8M
David F. Tayier, "Educetion: Ome Kay to NCO
Development.® Field Aritifery, Dec 1988, p. 39
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Battation Commanders and the CSM

Thers is nobody who wants you to suceeed more than
your command setgeant major, but you have to let him
inside to make that happen.... He is the first individual
you cughit to see. T have not taken command of any job,
to include having been the Chief of Sialf, that the first
individual T did not spend tme with was my command
scrgeant major.  -GEN Carl E. Vuono, address to
Freeonmand Course, Collected Works, 1921, p. 440

Dovelop a pood relatonship with your Command
Serpeant Major- one of open confidence between the two
of vor. Share your views; listen to what he has to say, He
probably knows more about the Army than you de. He
clearly kmows more about soldiers than you do. And be
clearly knows a lot more about how fo get things done
through the NOO chain than you or I do. Hamess his
1alent in support of what you're tving to do. The whole
NCO Corps in your vnit will feel entlimsiastic about that
refationship and theyT! see it as one of strength, -GEN
Jobn A, Wickham, remarks to Precommand Corze,
Collected Warks, 1987, p. 335

If we are to have a stoomg CSM chain, individoals
selacted for thess koy posilions must be much more than
mene figursheads and administralive specialists, They
must be vigorous, broadly experienced, and dedicated
professionalz who are more at home in the field with
impopa than at a desk in & major headquarters, They
shemald be people who sock opportunities to get out
among the troap units and wh can see the problems that
cxist at the grass roots. Their solfleseness, personal
inteprity, and moral courage must be unassmlable, -GEN
Harold K. Johnson, 19467, in "CShds- They Must Be
Muoh Mare Thae Figureheads." NCO Journal, Suramer
1995, p. 45

I you ook in the written specitication of what 2 sergeant
major does, there's always [a] statement that comes first.
Ii's a disaster. It says that he 1s responsible for kecping
his commender informed on enlisted matters..., In other
words, that says that the sergeant major s the
amhbassador, the minister extraordinary  and
plenipotentiary o whatover they say in the State
Depariment. He sont of fleats aroond out there and
cbssrves what's going on with soldiers and tells the old
man ahout that, Fine, I think he can do that, but that's a
very Limited view of what 2 sergeant major is sopposed to
do. -GEN William E. DePuy, address TRADOC
Commeander's Conferencs, Dee 10-11, 1975

The CEM iz the most experiencad enlisted member of the
battalion and b Limit his dutizs and responsibilities fo
routine matters associated with gamison operations does
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oot take full advantage of his hackground, experience,
rank, or position.

[The CSM's fiunction in combat] must be addressed
and, a5 with the gareison role, agreed w and resoureed....
The CSH must have, a5 a minimom, & wheeled vehicle,
drtver, and radlo with g sccure net capability. If the CSM
is to function effsctively as an enlisted extension of the
commander, be must be visible and maintain  contact
with soldiers during all phases of unit activity in
gartison, doring iraining, and in tactical environments. -
COL Claude W, Abate and LT Warten P. Giddings,
"What Is 2 Sergeant Majer?" USAWE Paper, 1983, pp.
29,26,35

Conunanders must analyze all areas that need io be
checked and decide how each will be checked. No
commander should or has time o personally check cach
area, He must detslde what needs to be emphasized; what
necds to be checlied through monltple means; what areas
others such as the X0 and CEM should check; and what
areas the commander will personally check. -COL
Donald L. Langridge, Command, Leadership, and
Effective Staff Support, 1995, p. 68

[The CSM and I] peoposely did not stay close together
during [iraining]. We covered twice as much of what was
happening by splitting wp.  -COL Glenn A, Smith,
Botenlion Commmders Speak Out, 1977, p. 1-20

A good share of a battalion commander's time is spent
counseling. In time, the CSM will learn to know the
comimandet's feelings about any piven sabject, The CSM
may assist the commander by screening those cases in
which the soldier doesn't specifically demand to seo the
battalion commandee, The CSM will find that he will be
able 1o resalve at least 20% of the problems that would
have ended up in the battalioh commander's office. -
LTC John L. Lerms, "The Role and Duties of CShLT
Infemtry, Jan-Feb 1974, p. 36

Let [your CEM] do his job and your job will be nmach
easier. -LTC Jerry H. Hogan, "Onee You Assume
Command, Commend|® ARALY, Jan 1979, p. 32

The most impottant asset of the bawalion command
sergeant major is the quality of his leadership.... As the
senior noncommissioned officer in the baitalion the CSM
commands a spoctal respeci; All norcommissioned
officers look to him as their rols model...,

The CEM must review all plans and schechides prior to
publication by the 3-3, Bocause he is very knowledgeable
of all of the battalion's commitsents he can identify
conflicting schednles and can  provide comments
concerning  guidance from. higher headquaners, ofien
from a perspective unlike either the battalion 5-3 or X0,
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His review is necessary for all such documents o
preclude generating unnecessary changes to the taining
schedule and plans.. .. "

The battalion command scrgeant mgjor i a erltical
member of the battalion. His influpnee and presence
must be propecly and effectively transmitizd thronghont
the battalion. [T thenght that] complete integration of the
battalion CSM into the battalion wonld be maore
beneficial to the soldiets than Bmiling him to his mest
proficient arcas of expertise. 1 did not want him to ignore
the areqs in which he was less experienced....

The CSM...omst help improve the image of his unit
among his confemporaries.... Becauss the battalion was
part of a maneuver brigade, the C5M had o interface
with other battalion C8hs in 1he brigade, Ofien this
inferface was an oppertunity for the other battalions to
form opinions of thefr sister battalion, and the impression
reflected throwgh the CSM could stronply influence those
opinions, Every time the brigade commander directed
some  acton through CSM  chanmels, the CSMs
suppomiad competitively and would iry to ensure rapid
compliance. If the other battalion CSMs recognized the
accomplishments of the battalion the credit was due to
the CSM'a ability to interact with those CSMa, Positive
feedback from these CSMs had a positive effect on the
treops in the manaver units and the troops of the
battalion....

CSM presence in the motor pool inspircs soldiers, and
helps generate interest in their work and kesps soldicrs
working productively during the scarce time allocated for
maintenance.... Uniis which have their soldiers adheting
te the ~10 manual checks to perform rooting PMCS
nsually have the best maintopance programs. Ome
method for dotermining the degree of maintenanes
discipline in a unit 15 to walk through the motor pool to
theetve if soldiers arc using the -~10 to perform
maintenanss.... The presence of the battalion commander
and CSM in the motor pool during the PMCS
cnoourages  the  sections to petform work  more
effectively, and continupus emphasie is needed fo
maintain this proficiency.... Ctice the soldier belicyes that
the battalion CSM and battalion commander will be in
the motor ponl checking PMCS frequently there will be
an increased effort to maintain good hablls....

The hattalion sponsorship program is one of the key
programs which affects the battslion. Often its impact
extends thronghout the entire time the soldier is assigned
to the unit. [The CSM should cnanrg thai] the enlisted
portion of the program.. has horsepower. -LTC James E.
Siket, "Cties opd Roles of the Battnlion Command
Sergeant Major." USAWC Faper, 1587, pp. 13-14, 8, 21,
5,9-10,11-12, 18,15

[The commandet's charter to the CEM is the]
commander's view of how that relationship should be....
Given on the firgt day and informally updated on a
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manhly basig, it is the start of an open parmership.
Adihough the words may change with time, and a8 each
new team forms, the basic philosophy of command and
the senior enlisied leader's role in that relationship
remain the same.

Five key points provide the interlacing for the tcam's
Aevibility and strength, First, responsibilites must be
clearly spelled ot in order to establish focus and
efficiency. They also serve 10 provide accountability.

Secondly, the commander mmst understand 1hat his
command sergeant major has been successfnl not heing
an officer, and that there exists two separate and distinet
carcer patierns, The commander mzy not want to be an
NCO, but neither does the command scrgeant major
want to be an officer.

The third point is an open dialogue. Basy to say, but
haid to do. Every workday there must be a lmdd?e of the
v leaders. No matter how great one may think the team
Is going, daily azimuth checks arc neaded,

Nexi, bo honest and alk through the bad- a5 well a5
the good- days. In most cases, both comumander and
command screcant major are about the same age and
lime-in-gervice, and are poing through many of the same
Teelings. Share them in order to form a bond of trust and
haonesty.

Finally, there is only onc commander, He must not
abdicate his authorty or respensibilities. He must
coopetite and delegate. The commander pesds o respeet
the command sergeant major, for he is- like the
commandder- only one soldier decp. Neither mmst he
placed in a position of failure or isolation.,,.

Both the commander and the command sergeant
major need to understand each other and how they will
fonction together as a team, [The CDR's charter to the
CSh] begins that process. But roore important is what
lies beyond the letter. A command will have unlimites
potential if the commander and command sergeant major
tcam takas the point and leads the unit to new levels of
readiness.  -LTC Herbert F. Harback, "The Command
Sergesnt Major." Engineer, Cot 199, pp. 40, 42

The serpeant major's personal relatenship to the
commander depends entirely on the commandet's
personality. The old man may consicer the scrgeant
maior as his reliable enlisted friend and trustworthy
confidant, or he may jusi use him as an effective tool to
get things done fast and right Either way, it docsoll
really mattee, as long as the serpeant major gets the
message and iz doing the very best job he can do. -C8M
Bob L. Williams, "The Sergeant Major." fmfirrfry, Sep-
Oet 1969, p. 18

A goodl command relationship [ia] built on honest
communication...and being able to disapree withowt
distespect. -CSM Sandra Robinsen, in "Walking and
Talking the Talk " MO0 Journal, Winter 1993, p. 12
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When you assume comand of your first battation you
will establish your frst commander/command sergeant
mgjor {CSA) relationchip. Mo mafter how many
command sergeants major you have worked with in the
past, thig is the first one that is your CSM. It will be a
learning cxporience that all other former battalion
commanders bine pone throegh, and hased on thelr
comments concerning their command ssrgeants major,
they really know how to properly otilize a CSM only
after they had changed command and reflected on their
cHpRrience,

Although thowsands of words can be written sbout the
commander’C8h  rolalionship, dts  foundation s
frankmess, integrity, apd absolute st between both
parties. If these basics do not exdst between you and your
CEM due to Ais Failure- get amother CEM.

Treat your CSM as a ptofessional. Should you have
the misfortune of having one of the very few command
serpeants major who cannot or does not perform in a
professional manncr, be sure to give the posifion the
respect it demands, even though you are forced to reliove
him. The way you handle this situation will be cotnmon
knowledge within your comsmand, If you do not separate
him from the prestige of the position, you will creats the
probability of his becoming a "Lame Duck "

The first individual you shonld 1alk to afier taking
command iz your CSh, Yor should meet with him in
your cifice, shorily after your assumption of coramand
reception. This meeting should be  private  and
uninterrupted. Seek his opinions about key officer and
enfisted personncl by name snd position, problems
within the battalion, things the battalion does well, and
the relationship betwesn vour baualion and higher
headquarters, Hig-temments will be an accuraie hase for
you to use as you seek the same information from others
to avaluate the state of yorr battalion, His comments will
be the most accurate you will hear since it is his daty to
tell you the unvarnished truth. His career depends on
fulfilling this duty with openncss and complete candor,
Others have the same duty, bt it is questionable if their
careers depend on such.

During the initial meeling with yonr CEM, havo him
tell you what his specific duties have been. Do not
becoma concerned iF the list §5 nol too long Tt is
impontarit for your CSM to be free to:

-Have time to initiate plans and implement actions and
idcas to improve the batialion,

-Visit the companies daily, especially iraining sitcs,

-Check specific trouble spots that you have identifred
and desire his opirion or action,

-"Put out the fires" that arc best bandled thwough
sergeant major channels.

Talking with your CSM and other principals in your
battalion provides information for you to evaluate yout
hatialion from within, Once you have done this, visit the
brigade command sergeant major. He is an excellent
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source of information concerning  your  battalion's
strengths and weaknesses in comparison to the other
battalions in the brigade, He can also provide you with an
evaluation of yoor CSM and his performance in relation
to other command sorgesnis major in the brigade, This
visit will opon the channel of communication, between
you and the bripade CSM and provide a sound basis for
later interaction. You should communicate randomly
with (hc brigade command sergeant major, bul be
selective. Do not undercut your own CSM.

Define the CS\s posifion hoth verbolly and By your
actions, Some actions and palicies that will enhance the
COCEM relationship follow.

Advise your CSM in privete that there is no one
between you in the chain of command. This is a basic
point, tut must be stated early to provide a clear
understanding f8r both of ywou, Advise your staff officers,
also privately, that the CS0Ws position s that of a special
enlisted hdvisor to you, with ditest access and
accauniability to vou,

Allovy your CSM free access (o you at all times, He
will hawve infrmation that you should know rew and will
pxorciss the proper judgment before  Intorrupling
whatever else you are doing to advise yon. Thers is
nothing like knowing a Aor call is forthcoming from the
brigade commander and being prepared with answers
when he calls, If your CSM has a good relationship with
the brigade CSh, this bype of action will be routine,

Explain to vour CSM that once you have made a
decision, after considering his and all other
recommendations, you expect him o support your
decision. This, again, is basic, but it "clears the air” when
restatad,

Give your CShd's apinion the consideration it merits.
When a company commander proposes an action and the
C8M is in opposition, Ustan ko both sides in private
without  malking  the  officar/enlisted  distinction,
Remember that while the company commander is
advocating what he believes iz right for his company, the
CEM is advocating what he believes is right for the
battalion. The company commander js responsible for
anpthing his unlt does or does oot de; therefore,
considerztion mmst be given to his command prerogative,
However, the experience factor of your CSM must
meceive cqual consideration. What is right and/or what is
best shomld be the only criteria for your decision, not whe
presented which course of action.

Require your compaty commanders and staff officers
ke voice their complaints abont vour CSM to you ondy! If
they desire to work out any problems with your CSh,
that may be a choice of theirs, To insure differences are
handled professionally, only the battalion commander is
qualificd o make a decigion in this type of sitnation.

Require your CSM to moct privately with all new
comipany commanders. This works best if done at least 2
days before they 1ake command. However, circumstances
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rmay not always make this feasiblz. This will accomplish
two things, It will make your C5b more effective, and
company commanders will have a beiter understanding
of their refationship to the CSh Some of the things
gbout which the CSM can offer advice to the new
company commander arc;

=The compaty commanderficst serpennt relationship,

-The C8M/15( relaticnship.

~The C8MW/company commander relationship.

-The battalion commandericompany  commander
relationship v the company commander/baislion staif
relationship (preen tab rélationships).

-Insighis poriaining to your methods as batialion
cornmander.

-Utilization of the CSM, through the company 15G 1o
"keep the fires ot

-Availability of the C8M to the company commander,

-Insight into the sentor NCO and personngt in his
CODAPAITY.

-The strengths and wealmesses in his unit as viewed by
the CShL

Require your staff to coordinate with your C5M on
maiters within his realm of experience, (e.g. plans for
ceremontes and change of comnmands). The CSM has
been involved in drill and eeremonies all his life,

Listen receptively when your C8M brings efficer
problems or failures to vour attention. He will or may
have already ried to tactfully solve it and fadled. When
he has bronglit it to your attention in private, ho will have
met his responsibility, (e.g. an  officer with an
unauthorized munstacha that is affecting the standards of
appearance of the enlisted soldiers). He will not pregurme
o recommend disposition. That is your responsibility, He
will, however, -provide sound advice, I solicited,
periaining to the developient of young officers.

Malee your CSM mesponsible for assigning incoming
nopcommissioned officers te the companies. He s
impartial and concerned with the needs of wour
command., Hiz objectivity and professionalism will
guaranice that noncommissioned officer assignments
will be based on the unit nesd, mther than personal
desires,

Requin: your C5M o revieny and conoir or nonconcur
on all recommended judicial and nonjudicial actions
talcen at hatalion level, He will gusrantes that you have
ali the inforroation prior to your decision.

Require your CSM to concur ar monconcur on all
awards for enlisted persomnel. He will give you the
insight that you need to recopnize the deserving and
wecd out the umdescrving.

Require your CS3M to make frequent ingpections, One
billet 2 day and one inspection of troops in formation a
month is a recommended minimum requirement, His
presence will provide valuable feadback and will activate
the noncommissioned officer chain of command,
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Require your CSM to inspect or check training daily,
espectally Skll Qualification Training,

Require the CSM to sit as president of your battalion's
ES5 Promwotion Board First scrgeants should sit as other
board members. This is an outstanding method of
placing the regponsibility for yor battalion's WOC Corps
where it belongs, with the senior NCOs of your battalion.

Beuire your OS5t to participate totally in your
battalion's reenlistment program, As your scrior enlisted
advisor, he is concerned directly with career
development. To be effective in this role he must itvohe
himself in every aspect of reenlistrnent.

Require yenrr OSW o work closely with your race
telatdonsfequal opportunity NCOO. Together they can
solve most problems before they escalate, and they can
inzure that yeu have all the available information befors
o Timst tadee action in this area,

Consicler  briefing vour CSM  privately  and
immediately upon your return from g commander's call
at brigade. He will then be able to get going or gain
information for you on subjects your desire, prior t yonr
commandet's call.

Require your CSM to keep the brigade CEM advised.
Good communications between them will put ot flves
that ofherwise might escalate to brigade commander
involvement You may get the brgade CSM on your
slde, or he may offer advice to your CSM, either of which
may ease the pain when it becomes of intercst to the
brigade commander. Thiz is, of course, a selective

PTOCESS,

Continally seek faedback through vour CSM from the
noncommissioned officers of your unit, With his soorocs
of information he will kegp you abreast of developments
that will enable you to measure your battation in relation
to athers in the brigade, Your command sergeant major
will also have wital information cbtained through lkis
relationship with the brigade C3M and  through
vomrnand sarpeants major call at brigade. Have your
CSM brief you after each CSM call, This gives valuable
insight into your command.

Just as there are many things you mmst do in
establishing your commander/CSM relationship, there
are some things you shauld not do.

LDon’t routinely include your CSM in officer social
functions. There are centain ones {e.g. dining ins, New
Year's receptions, a unit Christimas ball, etc) that are
taditional and proper for him to attend. Remombor, yoor
C5M 5 the senior endisted member of the command, and
his credibility with the cnlisied soldiers of your battaliovn
lies in maimtaining that identity, e knows and is proud
of his enlisted statzs, Treat the position with the respect it
demands bat not in the "officer vein,"

Den't  allny  intrzbattalion  reassignment  of
noncommissioned afficers withiout the recommendation
of your CSM. He will kmow, or be ahle 10 find out, the
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teal veason for A proposed reassienment, Yoo should
have this information befare making your decision.

Dar't 1et your CEM become deske bound] Fart of the
duties of a CSM as stated in AR $11-201 is 10 take
corroctive action in the name of the commander- a clear
indicator that he is a doer not just an advisor. Insure that
all your officers kmow your CSM is able to go anywhere,
talk to anybody, and s=e everything in your battalion,

Diow't use your CEM as an adjuiant trainer, but require
the adjutant to scck your CSM's advice on enlisted
mattors. The CSM is duty boond to adhise and s
staff officers in thelr vatious aress. This is a bao-way
street on mutual respest and  accomplishment of
responsibilities of all concerned.

It is not encugh that you and the CSM understand
your relatfonship. Your siaff and most pardcularly your
suberdinate commanders must alsp understand it. While
he iz first and foremost yvonr CSM, he is alsa their
hattalion CSML Encourage them to use his advice and
connzel. A healthy open relationship between vour £S5
and your key officers will make them more gffective, The
ultimatz payoff will be stonger companies and,
correspondingly, 3 mote combat teady battalion, -CShd
John W, Gillis, "The Commeand Sergeant Major " Armor,
Mar-Apr 1979, pp. 30-32

The CSM's Role in Combat

A Sargeant Major,..onght to be a man of great courage,
for that his office is alwiyes o beo in the face of the
enemic. In time of battiale hee ought tv be a man of
singaler invention, at a suwddaine to perceive and prevent
the simalion, ferror and pretence of the ememy. -
Approved Order of Martiglf Discipline, 1591, p. §

When someone once asked me how T plan to nse my
serpeant major in combat, my answer boiled down to
this: The same a5 I use him in pescetime- to shosw the
wiy.... 1 expect the serpeant major to be at or near the
point of decision at critical tmes and provide me, as the
commander, with an unbiascd asscesment. Bvery
commander needs to know the morale and fighting spirit
of his soldiers. No one cloge to the commander is beteer
ablz to report on (hat than ihe sergeant major....

The sergeant major most also assess the tactical
sitwation. Omee again, thig is where his experience is 4
key factor. He must look at reality through the flter of
that experience and provide the commander wilh an
apinion. The weight of that opinion will depend on the
coramander's relationship with fhe sergeant major, but it
i5 always an opinion that st be considerad....

At the crucial time, he must provide the shot of
confidence, discipline, and backbonz that makes bone-
weaty soldiers- and overtaxed wniis- get up and go, This
is where the sergeant major assumes a Jarger-them-life
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role that influcnces the individual soldier and inspires
him to do things he theupht were beyond him,

This influential role, however, is not something that
simply occurs magleally when that first bullet is fired, It
is a perception that grows doring those daily visis in
peacetime, on the firing range, in the barracks, in private
counseling sessions, and in 1he professionalism of his
every word and action.

There is no substigie for the influence he oxens,
which in itsclf is as much of & combat multipliet a5 a
mincficld or a good inteligence network. -LTG Robent
L. Wetrel, "Tho Sergeant Major's Role- Leadershup 'to
Jhow the Way," ARMT, May 1986, pp. 72, 71

[During Operation Desert Siotin] many  baitalion
commanders commented that their command sergeants
major scemed 1o be overywhere, talking with soldiers,
smoothing problems in the logistics and maintenance
efforts, and asslsting the cormands: with control of the
vhit. -TRADOC Pam 525-100-2, Leadership and
Commend on the Boittlefield: Botalion and Compary,
1993, p. 28

Tha CSM at the National Training Center

Herc is a checklict for the CSM's attention befive or on
arrival [at the NTC]. It applies 10 the garrison, nat the
field: organizational setup in the dusthow! arca (tent
cityy, duty uniform standards, bapggage unloading ard
identification ¢a systeml); movics at night; daily police
and port-i-let maintenance; authorized vehicle mutesfolf
limits areas; pass system for FX, shoppeie; MFP traffic
control and  cantonmeni  support;  daily key WCO
meetings (whenfwherc?), ostablished times for fivst call,
chow, formations; guard fotce, controlled access to Ft.
Trwln; Interface with post CSM, PX manager, barber,
gpym operator, WCO club manager, momle support
director and canpe control, ameng others; stand-gown
calebratton (SO shew, free cokes?)...

The CSM uses his influence with other NCOg on
proper dress, conduct, and discipline. He absorbs himself
in the taining and maintenance affort. He inspects and
reingpects, He double-checks the condbat load the soldier
will pack and carry to NTC. He eyeballs soldiers in their
deployment wniforms, making sure that standards are
met, The CSW tallks to soldiers st every opporunity, He
pmges their progress through the tain-up, with
etnphasis oh individual training.

The CSM needs ta front-load himself and amive at the
NTC with the first group of soldiers. His first sergeants
or senior platoon sergeants from each unit are with him,
They assist him with the mamy chores teady t fump up
and bite. Fle needs chiefs, indinng, and deasion-maldng
amthority.,..
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Once the task force maves o the fizld, the CSM needs
o be mobile and wisit every umit he ecan. A radio
equipped jeep with driver is a necessity, The CSM titay
congider available helicopter support. The disiances he
travels are vast and time consnming in a jeep. The C8M
must watch: WCO dutes and responsibiliies- »o let
down!, accountability of soldiers; Clags T delivery to aff
soldiers (to include water and jce); personal appeatance
and hygizne; wehicle maintenance, morale and esprit;
injuries and hospitalized soldists; police of command
post areas; sately.

The C8M shonld aurnd after-action reviews to find
out howr o units are doing. Then he should talk o his
first sergeants gbout corrective action for deficient areas,
He needs to be where the action ie; that may not
necesgatily be the battlefield. His sixth sznse shonld tell
him where to focus his efforis: o start a fire or pat one
ot

Onee the FTX is over, be needs to concentrate full
borc on clearing the range ateas within his responsibilicy.
This is no casy job, It needs planning and full
supervision. The CSM leaves on the last plane- after
yehicle and property turn-it, after the majority of soldicrs
has departed znd the task foroe has been green-lighted.
Front-load the first scrpgeants. Pat the CEM stigs until
evarpthing he is remotely in charge of lhias been
thoroughly coveted, discharged, and disposed of. -C5M
Donald C. Cobbison, "Getting, Ready for NTL: Tips for
the CSM. " Army Trainer, Winter 1983, pp. 23, 22

OfF all the questions genetated by leaders coming fo the
Nationa] Ttalning Center, onc is reonrring: "How are
CEME to be used st the NTCY According to CEM
Robert Windharh, NTC Operations Center CSM],
battalinn and brigade CSMs coming. to the NTC often
are not ussd at & lovel consistent with their battlefield
kneawvlcdge, experience, or capability. "Consequently,
their units don't achieve maximum cffectivengss during
task force and brigade level operations,” Windham
chserved, In his discussions with CShds, Windham
learned that commanders often don't review with CSMs
their duties as outlined in the repolations.... "On o
separate accasions, the dutics of a hattalicn and brigade
CSM were clearly defined to cptimize the NOO
leadership  thronghowt the command. This  had
sipnificant impact on the overall success of those units
during the rotation."...

Ome commander used [excemiz of the CDE/CSM
counscling] to create a memotandum to his staff and
subordinate commanders. The mema defined the CShD's
dutles, responsibilitics, and amthority with definitive
suidance on hew to go about them. In his puidancs, the
commander highlighted several poinits pivotal during
training as well a8 in combat. Consequently, siaff and
subordinate commanders aggressively sought advice and
assistance from the CSM thronghont their rotation.
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CSM Jerry T. Alley, NTC CSM, "The NTC Chailenge."
NCO Journad, Suromer 1591, p. 14

The CSH'3 Rale in Advising the Commander

The Rarjant Majour Gepersll..is to glve the Jord
Generall and the magshall of the feild to understand the
state of the army, that the Lotd Generall theranpon may
give him command and direction. -Frinciples of the Art
Military, 1642,p. 7

The command sergeant major's connsal is expected 10 be
calm, settled, and unequivecally accurate, but with an
crorgy and enthusiasm that never wanes, even tn the
worst of times, ~drmy  Netional  Guard
Noncopppissioned Officer Havidbook, 1989, p. A-17

Ome of [the C53M's] most effectlve ways for advising me
was ta schedule items on my calendar, If he found a
woale arca in the battalion that neaded my attention, he
advised me, through my calendar, on when and where to
visit that unit ot section, Tovariably, he was correct in
focusing me into that arca, -COL Glenn A Smith,
Battafion Commanders Speak Oul, 1977, p. 1-20

[z battalion CSM] knows- by name, job, backpround,
and preblems- 90 percent of the soldiers in the battalion.
The other 10 percent just got here. That ghves me the
capahility to go to somebody I rust and say, "How are we
daing?" Nat enly will I get a command perspective, ot T
will et & view of what's poing on at the private's level.
There is ko other way to get that! -LTC Dopald H.
Yolta, in "Command Sergeant Major; A New Breed of
{Old' Boldier.” Saddiers, Mar 1981, p. 31

The Battalion Commanders Handbook, 1991:

Your relationship with the CSM is wvital, It must be
hased on mutnal st and respect.... (et his views on
everything new you plan to do. Solicit his expectations,
and perceptions of vnit strengths and weaknesses, Make
sute everyone knows vou tmost him, so he will operats
from a posiion of strength... Ensure the company
commanders include the CSM in the problem-solving
PIocess.

He's a doer as well as an advisor, Meke him the
principal msomce for the Ieader development of yoor
NCOs, Operate ag 2 team, bt encourage him to go his
omm way..., He ensures NOO business is acconiplished....
In the field, ensure he has a vehicle and commo. He
ghares with you the responsibility for ensuring soldiers
kngw the mission, perform o standard, and that the
chain of command js responsive to soldiers.., Charge him
with quality control of garrison billets and facility
maintenance.... Have him review all EERs and award
recommendations for NCOs,
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Give the CSM the lead in personnel actions, individual
taining/8QT, ITEP, NCOLD, enlisted assignments,
First Serpeant taining.. Require him fo inspect
individual and small unit training.... Let the CSM mun
training withowt officers for specific events. (e.g. CTT,
EIB, EFMB}....

Involve the CSM in UCMI decisions. Ensure his
presence at UCMI actions.., Have him bring pgood
goldiers 1o you for informal disoussions. -pp. 20, 21, 22

The CSM has aceess o instde information of which the
battalion commander may be unaware, and vice versa
The information mmust be exchanged between these two
personnel on a daily basis.... The CSM and commander
must be “active” not "reactive” to situations which come
abont. Keeping each oflrer informed will help the active
side of this equation. -LTC Jemes B, Siloet, "Dulics and
Rolee of the Botolion Command Sergeant Major.
USAWC Paper, 1987, p. 15

Notmally a battalion commander wili consult with his
battalion command sergeant major before puiting orders
into the chain of command, This does not mean that the
CSM is in the chain of coromand, but it does say {hat the
CEM must kmow what instructions age being issued in
order for him to effectively supervise the NCD suppert
charmel. FW 22-600-20, The drmy Nencommissioned
Officer Guide, 1980, p. 18, signed by GEN Edward C.

Moyer

Don't leave your C8M ot of officer assignments. He has
valugble information en officer personalitics and unique
subotdinate uvnit necds,  -LTC Lowis V. Hightower,
Bartalion Commanders Speak Ont, 1977, p. 2-5

CShs must be the devil's advocate on policy, What effect
will this directive have? Is it dumb? Harmful? Some of vs
interpret this advocate business as being nogative, In fact,
it can be negalive and it has appalling effects when
palicies ave challenged in the wrong place at the wrong
time, Discretion, tact, and questioning go togcther, -
CEM Walter W, Eruoper, in CSA: That First Challenge,
no date, p. 53

The Battalion Commander, the C5M, and the Sinff

Incumbent battalion commanders must take the tme fo
formally educate their svbordinas on the duties,
fimctions, and responsibilitics of the C8M, This could be
a topic for discussion st an Oificer Professional
Developotent class. The company grade officers should
be encouraged to seak the CSM's advice and connsel, and
all junior officers shonld ook at him as their battalion
CShf. Commanders nomsi insure that the XO and S-3
work in close coordination and cooperation with the

CSM and pay particular attention to his duties and
responsibilities as outlined by the commander, 1a his
methods, and his  accomplishments.  Since  the
commander has the nuission to traln the XO and 5-3 for
afutste O cormmand asstgnment, the effective use of the
C8M should be one of his teaching points. A logical
starting point may be he job description block on ihe
C8h's EER. -COL Claude W, Abate and LTC Warren
F. Chiddings, "What [z 2 Sergeant Major?™ USAWC
Paper, 1985, p, 2B )

The comimand sergeant major can be a foreefl
personality in the battalion whe can casily discourage a
lientenani or captain from seekdng his advice. The battery
commanders, in some cases, mmst be  stongly
encouraged bry the baitalion commander to seel guidance
from the comefand scrgcant major; and the CSM must
be responsive to their needs when such help s requested,
LTC James B, Siket, "Duties and Roles of the Battalion
Commaend Sergeant Major." USAWC Paper, 1987, p. 14

A pood siaff afficer who 1ses [the SGM] will find he has
a friend at conrt.... He knows the route yout paperwork
minst follow and bhe kmows someone at each siopping
place who can help with expert advice... Tn all hig
dealings with the staff, the sorpeant major is trying to
make them look pood to the commander. -3GM Robert
B. Begg. "Sergeant Major,” ARMY, Jan 1966, pp. 38, 39

Anything [the SGM] can do to help {the staff] helps the
commander and the command at the same time, -CS8M
Bob L. Willinma, "The Sergeant Major.™ fifmsry, Sep-
Ot 1969, p. 18

The demands of leadership are the same for staff NCOs,
Tos many combat arms NCOs treat staff jobs as
temporary positions io be tolerated until they can get
reassigned o & line unit. Yet staff woles are important.
Seasoned noncommissionsd officers who bave scon
operations go wrong when a statf’s planning and logistics
arc tosted in "the real world" have a special insight et
may be missad by other team members who haven't had
the same experience. In addition, each member
contributes specific skills and knowledge o the team,
NCOs can play a vital role tn making training realistic
and in helping to develop plans for future exercises. If
staffs fail to restock ammo, for example, or il to mke
the time necded for wehicle mpintenance, their
commanders must fight with less ammumition and fewer
vehicles....

Experenced noncommissioned officers must make it
kmown that they are,..an imporant part of the plans and
policy process. At the same time, the staff NOO cannot
afford 1o be dissouraged il advice is not ageepted. Often,
soldiers will po inio a shell because what they considered
important inpat to a plan was not accepted by the staff
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They may become reluctant to provide information, This
must oot oconr. It's up to the staff NCO te provide
knowicdge acquired through years of experience in the
field and keep submitting that knowledge and expericnce
into the planning stages, -CSM James C. MoKmney,
CSM Lyle C. Damels, and M3G Michael Lawson,
"CMTC: Training for Combat." MCO Jeurnal, Summer
1991, p. 8

Expericnce, especially stall experience, is vital to the
CSM, A soldier whose highest level of oxpericnce has
been that of the first sergeant- no matter how good & first
soergeant he may have been- is going to require a period
of adjustment when he finds himself the commanders
chicf enlisted representative on the battalion staff. During
the interirm, while the new battalion CEM leasns to shake
the adversary role he plaved as a hard-charging first
sergeant and learns how to wotk with the staff, soldiers
suffer. -8hA, Glen E Momell, in "News Call." ARMY,
May 1984, p. 75

XO/Commanders/C8M st know and trust cach other.
They must speak publicly with the same woice.  -The
Battation Comunender'’s Hamdbook, 1991, p. 19

Just as the commander fomms one relationship with the
X0 and another with the CSM, so the MO and the CSM
st work closely topether, -COL Charles I Becl,
Commend, Leadershin, and Effective Staff Support,
1996, p. 47

The XO and CSM must be of "One Mind" with the
commander. -COL Neil L, Putz, Command, Leadership,
and Effective Staff Support, 1996, p. 43

When the batalion commander and the CSh are TLFY,
ae acting commander, when anything oul of the ordinacy
happens, the first person you look for is the acting CSM,
-Battalion X0, A Treasury of NCO Ouotations, 1997, no
page number

Se¢ afvo Battalion, and Company Comnander, CSM, end
186G Responsihilities for Training FPlatoon Leaders;
Company Commanders and the CSM

Integrating the New CSM

Chientation of the new CSM is a primary factor in
developing the role he will play in the unit. It is not
sifficient to simply assign him a sponsor As the
regulation requires, In some situations,..assigning his
pradecessor as the sponsor may not be the best soluion,
Guidance with regard to exactly what the sponsor shouold
de cannot be reduced to a check list. In fact, giving the
C8M the same information as an incoming batialion CC
is probably s accurate idea of how well he sheuld be
briefed.
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The new CSM must be treated as the senior
noncomimissioned officer of the unit from the fes
moment of contact with yoot onit, and not in a half-
heanted manner. Upon his arrival, there shenld be a
coremony to recognize hoth him and the refiring CSM.
The now CSM will leam a preat deal sbowt the
battalion's attitude toward a CSM by participating in
swh a ceremony. The degree of complomly of the
peremony would, of course, be variable, depending upon
the situation. Recognition, though, is the key.

Following the ceremony, the new CSM should receive
bricfings from the noncommisstoned officers he will be
working with in the fobore, These briefings will 211 the
CSM about all aspects of the unit, how the battalion
commander operates, and what was expecicd and
recefved from the previous CEM.

Thé inilia]l discussion between  the  battation
commander and the new CSM is perhaps the most
critical of the orlentation activities. To provide specific
guidance on how to condoct this meeling or what to say
is indesd futile, except to say that the meating should be
comegpiual in nature. Becanse ihe C3M is new and the
baitalian CO has begn in command for some ime, it is
perhaps best if (he commander tnitiates the discussion by
degeribing lis perceptions of the battalion, The CO must
cmphiasize at least one point~ the value of the CSM's
leadership, ideas, and experience regarding the badalion,
The OO must let the C3M know, at least in concept, how
he wants the CSM to operate and what authority the
CSM has within the bavalion, The £8M should leave the
office with a good concepiual wnderstanding of his role
within the battalion. -LTC Jolm L. Lorms, "The Role and
Trutios of CSM." fnfambry, Jen-Feh 1974, pp, 35-36

Om: day in the 3rd 1D, T visited an arms mpom in
Aschaffenborg, Germamny. I asked the young armorer if
he knew CSM Ligon [CSM James Ligon, the division
CSM]. His eyes apened wide and he said, "Sir, everyone
knows CSM Ligon!" C3M Ligon had inspected cvery
weapon, in the divislon in hiz first 30 days ip the job,
along with the NCOs in the respective chain of
command. We had no weapons problems from that point
forward. The best way 1o describe him is to say, "he was
cverywhere all the time." -LTG Robert L. Wetzel, Jeiter 25
Ang 1997

CSM Somtiern Hewid,, reported into 1he 2d Battalion,
42d Ficld Antllery ag the new hattalion CEM. [During
our first mecting he asked me what the battalion was
dolng the next day, Saturday.] "CSM, it so happens wa'te
mnning the Crailsheim Internstionsz]l Marathon
tomorzow mamming, but, don't worry about that. Get your
family settled and report for duty Monday moming”...
The next moming the new C3M mct vz at the stant
Hne.... We ran side by side for the endre 26-plus miles....
I hadno't infended to tun the whols distance. My plan was
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to come up famc ar the first beer tent and call it a day.
The CSM called my binff and we went the whole
distance together. In Iater vears he told me that he hadn't
intended to ran the whole distance cither, His plan was 1o
wait umtil 1 dropped ow. and follow soit just as “a
couresy.”  -COL. Fredrick Ven Horn, "Lasting First
Impressions." MCOO Journal, Winter 1554, p. 18

Rattalion Commanders and NCOs

[Bantalion commanders:] Ask yourself a question, "Did I
do everything lumanly possible to devclop the officers
and NCOs in my batialion?" -GEN Carl E. Vuono,
Coliected Works, 1951, p, 436

[Oftcn during WWII, GEN Creighion Abmms, a8 a
baiialion commander,] would include leaders down
through buck sergeant..in the niphttime meetings, -
Lewis Sorley, Fhunderbolt: General Creighion Abrams
and the Army of Hiz Times, p. 36

Support your NCOs, they arc the primary eaders of
soldiers. .. Use NCO task forces to solve problems, Give
them the problem, a time limir, walk out, and return later
for a briefing on their solution. .. Let the 18Gs know you
support them and need their input... Shace hardships
with your soldiets. The worsa the weather, the more they
need your.... The influence of supply sergeants, armorers,
mail clerks, administrative personnel, and cooks, on the
morale and welfare of the troops is tremendons and they
nesd to share the plory. -Fhe Battellon Commander's
Handhook, 1991, pp. 23, 70, 21,33, 71

There is no better procedure for 2 new commandzr than
to consult with his key NCOs before making changes in
policies and standing operating procedures. They are an
invaluable source of koowledge. -BG  Hillman
Dickinson, "From a Cround Comnmander to the Aviator,"
L8 Army Aviation Digest, Oct 1974, p. &

Tt roflects well on a battalion whan NOOs give briefings,
LOL Jerry F. Picker, A Treavwry of NCOO Ouotations,
1997, no page nuumber

The resources necded to support NCOs are as important
23 those nesded for offcers. The battalion commander
needs to be aware of these requirements and make those
resonrces available, Far example, one of the companies
of the 7434 MI Bn consisted of detachments world-wids,
and company-level commanders and hipher would go
TDY to visit these detachments. But the first ssrgeant
aiso neads to vigil his seldiers, and the commander must
make sure TDY fonds are allocatcd for that purpose.
Commanders who make an effort to be sensitive 1o NCO
requirzments will have a sironger unit. -COL Denald L.
Langridge, A4 Treosury af NCO Quotations, 1997, no
page nmmber
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The platoon seegeant is the key icader in creating a
highly profssional and combat-effective force, As 1
prepared to asseme command of a light infaniny
batalion, I published my concept of the tasks, conditions,
and standards for all the batialion's key leaders, Muoch of
this cffort focnsed on the platoon sergeant, becevse he,
along with the platoon lcader, mmst upderstand and
pxconte the baltalion comunander's intent two lewvels
down. Additionslly, he must alwnys be prepared to
assume the responsibilitics of his platoon lcader,

Some may argue that a battalion commander should
concentrate on junior officer dovelopment amd leave
noncommissioned officer development o the battalion's
comunand seegeant major and company first sergeants,
Expericnee has taught me, however, that a uniform set of
standards for key leaders is vital to combat roadiness.
Addressing the platoon sergeants on my first day of
command, [ outlined exactly what T wonld expect of
theny during our time together in the battalion, At the
game lime, I asked them to tell me what they, ag the
battalion's seplor noncormmissioned officers, espected
from me a3 the incoming commander. -LTC Cels C.
Kingseed, "The Platoon Secrpeant” Mfamtry, Jul-Aug
1993, p. 8

Battafion Comgmanders Speal Out, 1977

Have frequent NCO calls to get their suggestions,
discuss plans, policies, and other pertinent fopics. -LTC
Stanley . Bonta, p. 5-7

Well-meaming officars and NCOs in the unit will
interpret your ordets in terms of their own capabilities,
limitations, and experience. You must therefore try to
sirtke 2 balance betwesn overly specific orders {(which
take away all initiative on the part of subordinaies) and
overly general mission-type orders which conld resnlt in
the faflure of the battation to achieve 13 ohjective. Tfound
that Bitly general mission-type orders with a good
feedback system worked best for mo,  COL Fred E.
Elam, p. 7-3

Muring my individual inbriefs with new NODs T wid
them] thai I wanted to hear bad news as fast or faster
than good news, -LTC Louis V. Hightower, p. 2-13

Within all companies, sclected petsonnel are tabbed
with the additional dutics of career counselor, drug and
alcohol specialists, otc. I hosted periodic Tunches or other
meetings with these individeal proups to hear what
problems they were having This simple act acdded
credibifity to their jobs and provided me with wseful
information, I found owt that many of these voung
soldiers had, fine ideas that resulted im  many
improvements 1n the batalion. -LTC Leuis V.
Hightowet, pp. 2-13, 2-14

The baitalion will rise or fall hased on the caliber of
leadership we find at the NCO leader levels. -LTC
Heghert F. Herback, "The Command Sergeant Major."
Enginecer, Oot 1990, p. 41




Battalicn Commander- Command Sergeant Major

Once a mwonth have your key NCOs brief the
commanders and staff in their arcas of responsibility. -
ILTC Jemy H. Hogen, "Once You Assume Cormand,
Commond!” ARMF, Jan 1979, p. 32

Periodicaily visit [the Brigade CSM] o discuss his views
and ask his opinden, He can be of considerable assistance
to your CSM regarding senior NCO prablems. He will
have valuable inslght inte your bogs's thinking. -The
Battalion Commemders Handhook, 1331, pp. 4142

For [NCOs] to be effective, the commander st make it
ko that his NCOs share in the comumand of that it

250 Wilham J. I, Peters, "From the TRADOC C3WL"
Arsny Frainer, Spring 1985, p, 24

Battalion Commanders' and CSMs' Spouses

[Battalion commanders' spouses not only hawve help
available from] outside agencies, bt I would say...draw
from the command sergeant major.... You will want the
kind of advice and guidance and assistance he can give-
it is imvaluable, -GEN Carl E. Vuona, Colfectzd Warks,
1991, p. 444

The concept of the family support program is
tremendons, Unforhmately, in ny experience, some of
the programs weren't successful. Unit family members of
soldiers of all ranks mwst be involyed- must willinply
panticipate- for the program to succeed, And the
commander mnst be involved, take fiull responsibility for
the program because I's Aix program.

It's & great help 1o the commander il his spouse takes
that propram. and runs with it and other spouses of unit
leaders gre involved. But he must stay in touch, and they
must go into §t with open minds, open hearts, and apen
cars, or they'll um off the family members of the more
junior soldicrs and the progtam will fail.

A unit family mombers must be valued for theit
contributions to the group. Again, it boils down (b open
comrmnications and the true spirit of 1aking care of out
own  -CSM James C Moksomey, "Advice to NCOs
Taday- Be Patient and Professional, ™ Field Artifiery, Oct
1993, p. 8

[In assisting spouse's groups, the job of the Bn Cdr's
spouse] is to enconsage, sunport, suggest, and above all,
be available when needed.... The wite of the command
sergeant major...can be lwaluable in suggesting how 10
assist young wives in the unit. UFSACGSC ER 22.2,
The Commiender’s "Link”, 1983, pp. 32,31

Leaders' Wives Speak O, 1985 [Recommendations
from batalion comruandars’ sponses]: Treat the wives
with respect and caring. They expect you w0 have answers
for them ot be willing b help them find the answers, The
sanior NCO wives are a very impartant factor in this
family. I vou don't have their support, it is very hard to
reach the young enlisted man's family. Romember the
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senior MCO wives for the most part are your age, They
are 7 great resousce for informetion and help. -bMavreen
B. Kievenaar, p. 51

Establish a solid partnesship with the XO's wife and
the Berpcant Major's wife, Ask for their ideas, and share
your plans with them before vou make general
announcements, Bven if they choose not to help, yon
shanld keep them jnformed. -Lindn O, Anderson, p. 10

[The fricndship of the CSM's spouse] was imperative
to me. -Mary Anne Shlenker, p. 26

Thoughis from Above Ratialion Level

T reflecting, T wonld tall to the other Army leaders, my
vice chiefs (the first [GEN Dennis} Refmer, then [(FEN]
Bltwie Peay, and finally [GEN] John Tilelli), and
especially Sergeant Major of the Armyy Richard Kidd, the
Army's senior enlisted soldier. -GEN Gondon R
Sullivan, Hope s Not g Methoad, 1996, p. 229

Every aficrnoon, T walked a fixed roats, at the same time,
through the sirecis of my thres batialions, deliberately
letting myself be ambushed.... It did not take long for the
saldier with 2 pripe, the noncom with a problem, to
fignre out where he could waylay the brigade commander
for a private mimte or two. Good NCOs and junior
oificers undersiood what I was doing, I was not brezking
the chain of comsmand. They knew that [ would never
agree to anything in these curbside sessions that would
mndermine their suthority. If anything, my eutdoor office
hours gave them a chance to blow off steam.  -GEN
Colin L. Powell, My American Jatrney, 1093, p, 216

I didn't kmwrw [38A Glen Morrell] before T sclocted hiv,
But I've listened to him and T pay attention to what he
has to say, You nesd to de the same with your command
sergeanis magor.  -GEM John A, Wickham, Coffecred
Horks, 1587, p. 335

You will report directly to me and thege will be no one
between, yonrr desk and mine. When you nesd to sce me,
you will uee the private entrance o my office. The only
other person who uses that entrance is the Secratary of
the Ammy. -GEN Harold K. Johnson to the Aomy's first
SMA, William Wooldidge, 1966, in "3MA’s Role
Evolves, Grows." NOG Jowrnal, Sumimer 1953, p. 44

The Sergeant Major of the Army’s job is to support and
kecp the Chief of Staff informed about the enlisted
concerns in the Army, and let him know how soldiers are
iraining and living at the canteen-cup level  -SMA
hlins A Gates, The Sergeans ddajor of the Armyp, 1995,
p. 154

My responsibility [as a MACOM C8M) is the same as
ihat of the battalion sargeant major, The only differonce
is that I operats at a highor organizational level, -C3M
James B, Craft, "The Cutting Bdge.” Army Troiner, Fall
1985, p. 37 wan




What Officers and NCOs Can Do
to Strengthen the Officer/NCO Relationship

Understand (MFicer and NCO Responsibilitics

The complementary rclationship and mutual respect
between officers and NCOs are traditions in the US
Army.... An important part of offective leadership is (he
ability of commissioned and warant afficers to work
together with NCQs. To devolop effective working
relationships, both must know the similarities and
differences in theit respective toles, duties, and
responsibilities....

No sharp, definiiive lines sepamte officer and NOO
responsibifities. In general, commanders set the overall
policies and standards, Officers Ioad NCOs and help
them camy ol their responsibilittes. Officers cannot
simply say, "That's scrgeants' business," nor shordd they
do NCOs' work for them, Officers must give NCOs the
guidance, Tesources, assistance, and  suparvision
necessary for thom to do their duties. By the same
token, NCOs are responsible for assisting and advising
offtcers in carrying out their duties. Missions demand
that officers and NCOs work together and acdvisc, assist,
and featn from ong another. -Fhd 22-100, Adifitary
Leadership, 1990, p. 74, signed by GEN Carl E. ¥ueno

[OfficerMNCO Responsibilities:]

The officat commands, establishes policy, plans and
programs the worlk of the Army; concentrates on
collective training which will emable the unit fo
accomplish. its mission; is primarily involved with unit
operations, training, and related adivities; concentrates
on unit effectiveness and unit readiness; pays particular
attention 1o the standards of performance, tratning, and
professional development of NCOs; creates conditions-
makes the time and other resourccs available- so the
NCO can do his job.

The NOO conducts the daily business of the Army
within established orders, directives, and  policies;
concentrates on indindoal and team treining which
develops the capability to accomplish the mission; s
primarily involved with training individual soldicrs and
tearits: concenmates on each subordinste NOG and
soldicr and on the small teams of the unit- to casure that
cach 15 well iained, highly motivated, ready, and
functioning; concenirates on standards of performance,
training, ang professional development of NCOs and
enlisted personmel; gots the job dome, -FM 22-100,
Mifitary Leadership, 1983, p, 241, signed by GEN Jobn
A, Wickham

A key element (o warfighting ability is creating effective

elations between the officers and sergeants in your
nnit.... Balance and excellence are called for in all
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things a unit does. The officer and the sergeant have 10
make sure that their unit presezves that sense of balance,
The officer will be pood al some things, and the
serpeant better at other things. We're made that way.
The officer and NCO relationship is like a marrlage.
When you're married you take care of your pactier, And
topeibier, you make sure all things come gut right. -MG
Donald R, Infante and MG Norman J. Oliver, "The
Officer and the NCO: Who Does What?" Officers’ Call,
bar-Apr 1989, pp. 4, 6

I wanted the officers lying awale at night trving to
fignre out how to fight better, how to mn better
operations, and [not spending] thelr time on the things
that sergeants ought to do. -GEN Williem E. DoPuy,
address TRADOC Commander's Cenference, Dee 10-
11, 1975

The goal of the coms of NCOs, whose duty is the day-
to-day tbusiness of nutning the Army 50 the officer cotps
lhas time to command it, is to continne to improve our
Army at every turn, We want to leave it betier than we
found it. -SMA William G. Bainbridge, "Cuality,
Training and Motivation. " 4RMY, Oct 1976, p. 20

Responsibilities arg sometimes described as "What To's
and "How Tos" The "What To's" are officer
respongibilitics and the "How To%s" are NOO
responzibilides. For example, when iasked to cmplace
an chstacle, unit Jeaders have two basic responsibilities:

Whar To: The officer describes the chetacle's intent
forn, distapt, delay, block), geoeral location, and
possibly the type.

How To: The NCO does the installation, directs the
soldiers, amd ensures the obstacic iz emplaced 1o
stanilard, -CSM Roy L. Bums, "Bridge the Gap'
Engineer, Nov 1993, p, 57

The officers and NCOs of a unit must determine the
exact division of responsibilides and tasks by
comsidering the mission, the situation, and the abilitics
and personalitics of the leaders on that particular team. -
DA Pam 6500-25, TS Adrmy Noncommissloned Qfficer
Professional Development Guide, 1987, 0.7

There is...much to be said for a reexamination of the
pattern o distribution of responzibllitics  betwesn
officers and N.C.Q.5, -LTG Sir John Winthrop Hackeit,
DA Pam 360302, Qfficers’ Cadll. The Profession of
Armag, 1966, p. 38, signed by GEN Harold K. Johnson




What Officers and NCOs Can Do to Strengthen the Officer/NCO Relationship

Support the Diviston of Responsihilitles

Throughout my service I have been epposed to the closs
supervision of officers over work which was approptiate
to non-commissioned officers, feeling that the job would
he better done if proper confidence was reposed in the
NCO.... The moch higher paid officers...should have
been doing planning and other advanced work of
preparation. -GA Geoorge C. Marshall, 1941, The Papers
of Gearge Catloit Mearshall, Vol 2, pp. 543, 546

Especially in  organizations with a commissioned
oversttength, thore has been a t2ndency o permit tho
mplus  officers to usuwp flm  anthority of the
poncommissioned  officers, This pmctice must be
discontinued. In general, officers must deal with enlisted
tien through the appropriate nencommissioncd offfcers.
-War Department Cireular 70,  MNoncommissioned
Officers, 1944, p. 2, signed by GA Geerge C. Marshall

Don't  bypass your mnoncommissionsd officer to
demanstrate how busy you're being by doing his job. -
GEN Bruee €. Clarke, 1934, Clarke of St Vith, p. 207

To flly develop the NOO w filfill [his] role, a
commander most place responsibility on him and permit
him to assume his place in command. In doing this
glandards of performance need not be lowered, Honest
crrors must be expected and tolerated, but comected.
Senlor personnel must not usurp responsibilities which
provide the expetience neaded in developing our jumior
leadets. -GEN Brues C. Clarke, in "Noncommissioned
Officer Leadership” Meftmetey, Mov-Dee 1974, p. 26

My many vears in the army have demonstrated that
whetever confidence in NCOs is lacking and wherever
thay are continuously bossed by the officers, you have no
real WO and no teally combat worthy units, -Marshal
of the Sowiet Unien G. Zhukov, Reminiscences end
Reflections, Vol 1, 1974, p. 50

T tcll NCOs when they ask how to get officers to let them
do their jobs: "Whatever picce the officer gives you o do,
vou do it to the best of your ability, and before you know
it, vou'll have the whole pic” -CSM James C
Mekinney, "Advice to NCOs Todoy- Be Patient and
Professional." Field Artiflery, Oct 1993, p. 6

The good NCO haz never been short in confidence,
gither to perform the miission or to inform the supcrior
that he or she was intetfering with traditional NCO
busingss. -ShA William G. Bainbridge, "We Have Mat
the Chailenge.” ARMT, Oct 1978, p, 27

If a selection of pood serpeants and comorals be made by
the officer at the head of the regiment, and if that officer
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will anly atlow those individuals to do their duty, thera is
not the least doubi that they will do it. -diery entry by
wnknewn British sergeant, Peninoular Campeipn, e
1812, Dictionary of Military and Nenal Quotations, p.
14

nderstand NCO Anthority

Command authority is not Limited to comnuissionesd
officers.... A commander is any leader who direclz and
controls soldiers as an official pant of his duties...
Enlistad members of the Arnyy can have command
euthority, A& tank commander, squad leader, section
leader, or platoon: sergeant uses command authorily to
direct and control, Fhi 22-600-20, The Armmy
Nongommisstoned Officer Guids, 1986, pp. 17, 18,
signed by GEN John A, Wiclchar

A colonel does not command 3,600 men; a major 1,000
men; a captain 250. The colonw] commands hrec
battalions; the major four companics; the captain fr
platoons; the platoon commander four squads; the squad
leader the Jazgest commend of all. Let vs pot forgee it -
GEN De MaudHuay, A Milkary Testamemn, from a 3d
Squndren, 7th Cawalry, 3d I letter 2 Dee 1969, in
"Officer/Moncommissioned  Offeer  Relationships.”
[FSASKMA Paper, Group #13, Class 2

A soregeant in the Army, If befs a squad leader or tank
cormmpander, 8 a commander just like an officer. No
difference whatever. I's just the smallest tactical element
GEN William E. DePuy, address TRADOC
Cemmeander's Conferanrce, Dec 10-11, 1975

Mever forget that the noncomrissioned officers comprise
the first echelon of command. MG W, A, Cunpningharn,
memorandum "Proper Utilization of Noncommmissioned
Officers.” 3 Sep 1963, p. 5

Thete is only one chain of command in cur Army, and
it's composcd of officers and NCOs.  -COL Dandridge
b, (Mike) Malone, Swmell Dlnft Leadership: A
Commonsense dpproach, 1983, p, 52

Understand NCO Leadership

MNoncommissioned Officers.

a. Role. The noncommissionad officers are the leaders
and instructors of their vnits, A1l basic instruction of
culisted men is piven by noncommissioned officers.
Cbservance of this fandamental greatly increases the
prestige of group leaders and enhancss the discipline of
the group. .

b. Seope of training, Bergeants assigned the platoons
are trained as platoon leaders, Where practicable in rifls
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companics, sefgeants assigned to rifle platoons are also
trained as leaders of mortar and light machine-gun
sections, They are instructed in the tactics of coniposiic
groupings, such as the tifle platoon, reloforced by a light
machine-gun section, acting as an oapost support,
advance of rear party or reconnaissance detachment.

¢ Schools. The putpose of schools is © equip
noncommissioned offfcers with the necessary knowledge
and skill to lead and instruct their units in an effective
manner. They teach the tactical procedure governing the
employment of small vnits and deveiop the pertinent
methiods of instruction.

A Administrative and  disciplinary  responsibility.
MNoncommissioned officers showld become accustomed to
the exercise of command through the performance of
adminisivative and disciplinary duties as well as the
dutizs of ingttuctors and tactical leaders, Fach leader
should be tauglt that his exercise of authority over his
unit is complete and extends to all phascs of the soldicr's
life, -FM 7-5, Infmitry Fleld Manual, 1940, pp. 89,
signed by General of the Ammy George C. Marshail

NOOs found that the best way o voderstand the
corrnander's intent was through the bottom-ip rehearsal
process. Bottom-up rehearsal facilitated fine taning of
bastc plans and helped in the dovelopment of
contingency plans such as  re-arming, chemical
deconiamination, and re-supply on the meve.,. If the
senior NCOs were athined to the commander's intent,
understood what he really wanted to do, and had a good
suppert channel working, that freed the commander o
focus on the battle. -lessons learned from Desert Storm,
TRADOC Pam 523-100-4, Leadership ad Commicmd
on the Batleficld: Nencommissioned Gfficer Corps,
1994, pp. 8, 15

The experiences of units at the Nadonal Training Center
demronstiate  conclusively the need dor  innovative
thinking and initiative, Units that arc the most effective
tactically at the NTC arc those whoss junior leaders, bath
officers and NCOs, demonsirate an understanding of
their higher commaryder's intent and are not affaid to act
on their own initative. -GEN John A, Wickham,
Collected Works, 1987, p. 305

NCOs directly supervise more than 80 percent of the
soldiers in the Ay, PN 22-600-20, The Army
Nonvommizsioned Officer Guide, 1986, p. §, signed by
GEN John A. Wickham

Army noncommissioned officers.. constitute about three-
quaricss of the Army's leadership, -COL (MG} Kenneth
W, Simpson and CSM Oren L. Bevins, "NCOES Instilis
Profzssionalism at Every WCO Lavel,” ARMT, Cuot 1989,
p. 183
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The qualities for leadership are not omich different for an
NCO than for 8 comemissioned officer, but the NCO's job
is larder, -COL Jim T Hunl, in "The Infangibles of
Being & Goed NCO." Recruiting & Career Counseling
Journal, Oct 1377, p. 10

Tt is difficult 16 be a good noncommissioned officer. I it
had been ensy, they would have given it to the offcer
corps,  -ShiA Williom A, Commelly, The Sergeans
Majar of the Anmy: On Leadership and the Projession of
Arms, 1996, p. 21

Understand and Use the NCO Sopport Chanoel

Prior to 1977 the NCO sapport channel wss regarded as
joformal. Howaever, a 20 Deg 1976 changs to AR 600-20
formalized the NCO support channel and expanded its
functions, The NOO support channe! is now dircetive in
natre within cstblished policics and orders. -FM 22-
600-20, The Army Nowcommissioned Cfffecr Guide,
1986, p. 23, sighed by GEN John A, Wickham

The Ammy has but one chain of command. The NCO
support channel, which AR 600-20 authorizes, paratiels
and reinforoes it Both are means of commumication and
control. For tho chain of epmmand to work most
efficiently, the NCO support channel must be operating. -
DA Bam 600-25, U8 Adrmy Nencommissioned Offfeer
FProfessianal Development Guide, 1987, p, 8

The WCO support channel..is usgd for exchanging
information; providing repomts; isswing  instuctions,
which are directive in nature, accomplishing routine but
important  fctivities in accordance with command
palicies and directives. Most often, it is used to excoute
established policics, procedures, and standards involving
the performance, training, appearance, and conduct of
enlisted personnel. Jis pover rests with the chaln of
cormmand, -FN 22-600-20, The Duifes, Responsibilities
omef Aufhority of NCO's, 1917, p. 53 [Note on fhe
importance of the routine’] Do not assame that the
routne is poimportant. On the contrary, the unit thet
cannot pecform its everyday taske toutinely can never
perform the unusual. And the unnsoal, as you know, s
commonpiace on the battleficld.  -GEN Willlam C.
Woestmoreland, nddress to SGMa, Addresses, Vol 4,
1959, p. 85

Recognize the Importance of NCOs

1 had the opportunity to addiess the Noncommissioned
Officors  Associgtfon at the end of last month in
Nashwille, Tennessee. They ropresent a source of
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iremendous  natonal strengih- our Woncommisstoned
Officer Corps.

1 talked to them about the changes the Army has been
theough and will go through in the fiuture. T told them
that for the United States Army the 215t Century began
with the fall of the Berlin Wall in 1989, kicking off a
peried of unprecedented physical and cultural change. [
wanted them to understand that shifting from a threat-
based foree to a capabilitice-based foree while at the same
tirne managing a tremendous and raptd drswdown wag
an oxceptional challenge- and we did it right. We lept
onr highest priority on taling care of poople and kesping
the force trained and ready. And the NCOs were
absolutely key to this sucoces,

Managing this kind of change is simply impossible
without the best MCOs in the warld. Tt takes NCOs with
adaplabilily to quickly adjust to changing missions and
training challenges. It takes NCOs to maintain standards
doring a turbolent time, It takes NCOs with trus
compassion. to iake care of soldiers through the
uncertainty of force reductions. Most imporiant, it takes
NCOs with the profissional dedication to stay the conrse,

I wanted them to know that at the same time we have
enilured this period of unprecedented change, we have
kad many remarkable achisvernents, Our suocesses are
well mown: Bosnia, Somalia, Haiti, Liberia, the
Snmmer Olympics in Atlanta, In evety case NCOs have
been at the center of the action, on the ground leading
thedr soldiers and leading the Army to success,

One of the major ohjectives of my visit was to talk
about the future of the Army. They nceded to know that
important chanpe will continue, and they need to be
confident that the Army knows where we arc going, We
also know that NCOs will be even more important 60 o0r
success in the fitsrs, They are an essential element of
our Force XXT process. NCOs are on the ground training
and leading soldiers and working with industry
Tepresentatives a3 we cxperiment with information age
technologies that will carry vs into the next contury,

While much has changad and will continue g change
in {he Arory, we have several constants that ace g spurcs
of strength today and provide bridges to our past and our
future, Two of the ymost irportant sre out commitment to
quality soldicrs and our high professional standards,
NCOg are the keepers of our standards. There is no
question that quality people and high professions]
standards gave us soldiers of excoptiona! capability who
grew to become the ontganding NCOs throughout aur
force today. We will not bresk that chain- it's 3 formula
that has given us the best armed forozs in the world.

So very much of the fumre of our armed foroes
depends on the strength and quality of the NCO corps.
Repgardless of how uncerizin the fuore may appear, we
must ensure that we preserve the traditions and
ingtilntions that have brought the NCO comps and our
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total force to where we are today. American NCOs are
the envy of the world. No army in the world today can
tope to achieve our standards of modem, professionalism
or capability without & competent, compassionate,
dedicated, and empowered NCO corps such as onrs, The
United Staics has produced an NCO comps whose
tledication to Army values and high standards makes us
the best armead farces in the world. They are tmly the
sttang "Dackbone of the Amy" Solders Adre Owr
Credentials.  -0EN Donnis T, Reimer, memorandum
"Noncommissioned Officers Assocjation,” 18 Tl 1997,

pp. 1-2

General Andrel Nikolayew, deputy chigf of the Russian
General Siaff. was on a two-week tour of military hases
in the Unitcd States. After vigiting the first base and
seeing our noncommissioned officars in action, he 1old
one of his aldes, "T koow that these men and women
weating  sergoants' oniforms  are eeally officers i
disguise.” But as he went from base to base and talked
wilh the NCOs, Nikolayoy came to realize they really
wete not officers, He was stuoncd and after two weeks
told [Secretary of Defense William] Perry that, "No
military in the world has the quality of NCO...found tn
the United States," He went on to say, "That's what gives
America its competitive milltary advantage,” Our NCOs
are one reason we have the best military in the world, -
GEN Dennis J Reimer, "Leadership for the Zlst
Cemtury," Military Review, Jan-Feb 1996, p. 5

The whole Army looks to its sergeants... America's
Army has followed its scrgeants to hell and back, -GEN
Cordon R Sulliven, "The Chiefs View of NCO
Loadership Challenges.” ¥OO Journal, Winter 1994, p. 8

The health of the Ammy is directly related to snd
infliecnced by the health of the NCQ Corps. NCO
leadership has sustalned the institution, made it grow
and floorish. ~GEN Gordon R. Sullivan, Coffected
Works, 1995, p. 109

Noncommissioncd officers [are] the heart and sovl of onr
force. They are the heart because they determine our
pulse.... They ars the Avmy's soul becanse they represent
and demand the soldierdy vinwes of dedication, and
discipling, and the sense of responsibility.... If you look at
tie: higtory of our Avmy aned you Jock at the peeks and
vallays of the efficiency of our force, look at the status of
the NCO corps at that particular time. -GEN Carl E
Vuene, Colfected Works, 1991, pp. B, 68

NCOs...ate the guts of the Army, -GEN Donn A. Starry,
"This It a Tough Business." Sefdfers, Oct 1985, p. 23

When I joined the 3d Infantry Division as a Second
Lientenant, my BC would not sc¢ me nntil 1 spent two
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waeks in each section and each NCOIC "chopped off”
that T was qualified. Thal was 50 years agol The NCO is
still the linchpin of the Artny- that hasn't chanped, -
OEN Walter T, Kerwin, "When I Joined,." Field
Artitfery, Ang 1985, p. 10

Thete never has been a pood Army without a good
noncommissioned officer comps,  -GEN Bruee C. Clarks
to the frst NCO Academy Class, 1945, in "On
Leadership." Solders, Mar 1985, p. 28

An Ammy's chain of command is no stronger than its
critical link~ the noncommissioned officer, -MG L D,
White, in "U.8, Constabulacy Boilds an NCO Academy.”
Armeared Cavalry Jmanal, May-Tun 1930, p. 36

Whetber it's the first-termn private that they teach the
fundamentals of soldiering, or the second lentenant they
gently show the art of leadership, our NCOs provide the
balance that keeps our fatce steady and the backbone that
keeps us stromg. -MG Poutl E. Funk, "The NCO's Rale Is
Crucial in Setting, the Amay's Standagds.” Armer, Nov-
Dec 1992, p. 3

Squed leadars, platoon scrgeants, and first sergeants can
make or bregk any Army program.  -3h4A Leom L. Van
Autreve, "The NCO at the Apex,” ARMTY, Oct 1574, 3. 17

Without competent noncommissioned officers, thete can
be no sure military geardianship of the republic. -Emnest
F. Fisher, Guardians of the Repubfic: A History of the
Noncommissioned Qfficer Corps of the U8 Army,
1994, p. ix

To the guys whe make the Ammy work, -ingeription by
Tom Claney to the Armmy Nencormmissionsd Officer
Carps, ot the title page of a copy of Clear and Present
Demger, 1989, presented to the US Army Sergeants
Major Academy Learning Resources Center by MG
Kenneth W, Simpaon

Understand the NCO's Role in Exeenting the Mission

The classical mepregentation of the mole of the
noncommissioncsd officer has for years identifisd him as
"the backbone of the Army," an accolads that brings to
mind a vision of stalwarts who goarantes the honor,
integrity, fortimde, and esprit @z corps of the force, J
would not want to alter that vision, for it is an apt
partrayal of a vital role an NOG must play; nevertheless,
it has long been my contention that the analogy fails 1o
portzay the far preater scope aod responsibility associated
with the corps of men and women who must do fir more
than exhibit the posiire of & heroic stanres,
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In my view, the NCQO corps provides not only a
skeleton on: which to hang the body but, more important,

the nerve system that aliows the body to fanction. When

a finger touches hot metal, nodes of the nerve system
make gure not only that the fingee reacts but also that the
whole hand recoils, the arm withdraws automatically,
and the brain is informed so that follew-on action can be
initistzd, Merves dictate the Arst responss, quick reaction.
while allossing the brain to decide whether to "send for
the doctor” or "t off the stowe," or both, It is just that
kind of role that the NCO coms mwust fulfill in any
succegst army.

The fundamerial mission of the NCO cotps i8
ottt excoution of the doctring, the costoms, and the
orders of a comoiand. Tt is the assurancs of exsoution
that guarantees that an army can function in accord with
lts planz and the intentions of its commanders, -GEN
Frederick J. Erocsen, "NCOa: Not Oaly the Backbone
but the Vital Nerve Systom Link." ARMY, Sep 1992, pp.
10-11

Mothing happens in our Army unless a sergeant is
owolved, -GEN Crosbic E. Saint and C8M George L
Horvath, "'Sergeants' Time' Taces Readiness in
USAREUR." ARAMY, Cet 1983, p. 84

Moncommissfoned officers arg the best judges on the
ground, Commanders should use their wisdom and
knom-how to improve things, -GEN Bernard W, Rogers,
in Guardians of the Repnblic: 4 History of the
Noncommissioned Officer Corps af the TS drsy,
1954, p. 373

Oificers know that military opetations require a clear
statement of intent. They also mmst realize that any task
an officer assigns an NOO requires concise guidance
foous followers and direet them toward achieving the
voil's shared porpose Withowt clear guoldance or a
statement of intent, orders become riddles and WCOs are
Ieft to ponder their meaning and purpose. MG John A
Dhubie and C3M James C, Mellinnay, "The Olficer-NCO
Teern: The Touchstone of Army Leadership for the 21at
Century." Field Artillery, Jun 1994, pp. 1.2

Scrzeants operate where the action is, in direct control of
men who get the job done, That is why they need that
rawlide toughness they are famous for, and why they
have. homan vaderstanding, MG Anbrey 8. Newman,
Follow AMe, 1981, p. 103

Becauss [ong] division commander took the time to bring
his command serpeant major into the process [of
implementing & new plan], he browght the rest of the
divisian's NCOs into the plan as well, Tmmediately, the
WCOs imderstood that in order for the officers of their
unit to be snccessfil, the necessary control measures had
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to be in place 1o mest the commander's objective. From
that, we leveraged every available technology, toehnique,
procedure, and leadership skill o achieve sucoess. [4
commander's ohjcctives can] only be cbtalned through
twa axes of advance- the NCO and officer working
together.  -SMA Gene C. McKinney, "Meeting
Leadership Challenges as a Team," A4iitary Review, Tan-
Feb 1996, p. 13

In combat it's not the big siuff but the little things that
mive you grief, The big things you train for, but the Linle
things are often owverlooked in training. Things like
weapons cleaning and maintenance, five discipline and
ammo conservation, and not sleeping becauss yon know
youll be home in 43 houwrs. The liule things we
sometimes doo't do in tradoing exact 8 Lieavy price in
combat. That's MCO business, and can make the
differenoe betwesn the soecess or frilure of the mission
-GS Jimeic W, Spencer, letter | Sep 1997

NCCx have to be & lot more than just support if the Ay
is to accomplish its mission. Vague decisions and orders,
incomplete planning, sverloaked logistic requirements,
and a dozen ather problems are laid at the doorstep of Lhe
NCC e be solved. -C3W Ralph L. Sundin, "Leadership
and the NCO: Redefinition Is Needed" ARMY, May
1986, 1. 5

Support NCO3 in the Execution of Their Dutics

The Army's readiness depends npon the effectiveness of
jts leaders and their "ready™ spirit. Our leaders function
best when the chain of command is wsed properly, Thus,
we must concenizate cfforts on making it work; used
proporly, the chain of command is a lifeling; used
improperty, it becomes a choker, spuffing out initiative,
If the chain of command is weed to K {nitiative, it will
also throttle the Army's effectiveness as a fishiing force,

To be fully ready, the Aroy must maintain a chain of
commarkl which provides freedom for junior leaders-
commissioned and noncommissionad- to make decisions,
{0 lead their units and care for their men in their own
way, consistent with professional standards, They st
be granted the chance to operate without a senior looking:
over their shoulders, moking decisions for them or
second-guessing them.

About cight yeara ago, an arficulate young officer
wrote an article endtled "Freedom to Fail." His point was
that all the immediate, minute-to-mimute supervision,
control and pressure from his higher commanders to
Leep the unit Incking good an the chans discouraged
junior leaders from trying new ways to make their units
more effective. Despite its titls, the article sought nat so
much the freodom to fail as the freedom to try.
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It has boen my chservation that semior commandets arc
often surprised at how well their joniors operate when
given appropriate freedom. When it fre2s junlor leaders,
the chain of command muoltiplics and cnriches their
effactivencss, Onr readiness to fight depends wpon the
professional ability, experienes, and sell-confidzece of all
our lesclers, but especially our junior commissioned and
noncommissioned ones, and on strong and responshve
bonds of mmpport and cncouragement in the chain of
command, -GEN Creighton W, Abrarna, "Readiness: To
Fight o War, To Feep the Peaca." ARMY, Oct 1973, p. 12

The positien of respect and leadership accorded the
noncommissioned officer in the chain of command
depends  direclly on the degree of outhority and
responsibility that he is allowed to exercise. -AR £13-13,
Eniisted Personnel, 1954, p. 5, signed by GEN Matthew
B. Bidgway

The company  officers moast  sustain the
Moncommissioned Cificers in the exercise of their
anthority, -Offiears' Adanual, 1306, p. 177

The officer has to be the resource obtainer, and that
primarily means soldlers and dollacs. The officer has to
articulate to the chain of command what it takes to train
and maintain the wnit. -3 Deneld K. Infonte and M3G
Morman J. Oliver, "The Officer and the NCO: Whoe Does
What?™ Officers’ Call, Mar-Apr 15989, p. 5

During PWWI] we lost our old noncommissionead officer
group. They have beconte officers, or they are gone, Did
we appreciate them fitly? We must surely do so now. It
was they who helped o make anr tasks 50 casy befors the
war, Ji is their shsence that so complicates mmatters
now.... Mow s the tme to commence the boilding of
nonconmizsioned officers for the next war. -MMAJF B. 3.
Chynoweth, "The Enlisted Apprentice. Jryfemiry Jatirnal,
Waw 1921, p. 490

Punting stripes on 2 man's sleeve doesn't by itself make
him a leader with assurance. The promated private may
have given signs before you made him of having the shoff
a Noncom needs. Bat yon, ag the leader from whom he
has regeived his authority, are still the man he must look
to far his backing and for specific instances of the way to
lead men. And some company of plateon commanders
never s2em o learn that their own fanlts of leadership are
usually reflected in those of their azsistants, thongh many
Nencoms do risz shove ineffectoal or uncertain
leadership....

A new Noncom needs some words of encourngement
and adwvice from you- and he shonldn’t have 10 seck
them, As hig leader itz your proper job 1o keep an exna
closz eye on him for 2 while after ke iz made- and more
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for the purpose of finding things to cxplain and praise
than 1o blame., The way to help him most by praise is to
give him that praise within the hearing of his men.,.,
Nothing helps an uncertain icader more than a clearly
spoken: expression of appreciation.  -"The Noncom."
Infimtry Jowrnad, Scp 1945, pp. 6, 7

The chain of command must support the Army and the
NCO. There are certain  responsibilites  every
noncommissioned officer has. The NCOs know that the
chain of command demands that they be lowledpeable
in onder to catry out thoss responsibilities. At the same
time, the NCO looks to the chain of command for
puidance snd assistance in those areas in which he has
no control, -CS8M John M, Stephens, "Fighting the
System." Armor, Jan-Feb 1985, p. 8

[Noncommissioned officersj should be upheld in every
way 50 that they may impart their sense of duly and
esprit de corps to the younger poncommissioned offieers.
~88CG Alfred Hahn, "Selection of Nop-Ceriszioned
Qfficers.” Inferury Journal, Sop 1523, p. 268

Unclerstand the NCO'™s Role in Traioing

As leaders we have a responsibility to plen our training
in sufficient detail. When I say plan training, I am not
tafking about a wave of a hand at some chant that looks
poed. T am talking about determninitg what the mission
of the organizaiion is and what the critical tasks are
associated with your accomplishing that mission and
flen planning out tn detail hew you are geing to
accomeplish thosc: That invelves not just the officers, bt
also the noncommissioned oificers,

There is o differentiation between NCO and officer
when it comes to training. Leaders am tesponsible for the
exeanion of tralning- meponsible for what 1 call pre-
execution choecks, You must make sore that, tactically,
gvery mioute of iraining is sound, that you have thought
it throvgl, that vou have the right scenario, that you have
the right piece of terrain over which te man your aaining,
that you know the tactics, techniques, and procedures
that you want to accomplish. Then you do what Tcall the
adminigtrative preexecution checks to assure that
everybody who is a leader is prepared properly to
accomplish the training, Then you must work theough afl
the minpha that cavses training to be bad if vou do not
think it thronglt ahead of time. Then you go out and
exeevis that baining and assess the tmining through an
after-action revicw.,..

The NCO is...key to success in large-scale exercises,
O doctrine hinges on the comect performance of large-
scale operations. Teaining at the NTC or in large joint
exercizes such as REFORGER provide added realism,
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brigades at Fort Imvin challenges everybody, from the
soldier to the brigade commander, Not only must the
NCO face the challenges posad to him personally, bit e
must also facilitate the officers’ training by fraeing them
ta concentralc an planning and executing the integration
of combat power. Training provides the opponnity for
building unit teams, bat it can only happen through the
work of soegeants,  -GEN Carl E. Wueno, Cellected
Works, 15991, pp. 69, 25

We want nonhcommissioned officers to beoome involved
early in the development of the teaining plan..because
they are a very important part of that plan. -GEN Carl E.
Vuone, "Vuono, OGates Address NCO  Training,
Upgrades." Arhy Times, 24 Jul 1989, p. 13

Tralning preblems and responsibilites for training differ
at every level of command, Generals asslgm missions and
resources and provide broad goals. Colenels and
lizutenant cofonels decide what is 10 be done, allocate
ime, set priorites, provide suppert, train and coach the
trainers, condoct and evaloate unit training. Capizing
and lisutenants decide how the oaining is 10 be done,
conduct unit raining, and evaluate individual training,
The scrgeants- the NCO chain of command- prepare,
conduct, and  ¢valuate  Inddividual  training,
Noncommissioned officers are thus ot the beart of the
Avmy training system, for individual tmining iz the
primary responsthility of the NCO comps. It is what I call
serpeants' business.,..

As training responsibilities change somewhat at each
level of the NCO chain, there is a difference in what
training is condncted gt cach level. At the first sergeant,
platoon sergeant level, it is much more troop-leading
than skill-orented, bat, down the chain, the balance
beging 10 shift more to pure kill tmining, At squad
leader and fire team Ieader level, the emphasis is almost
solely on sidll training.... Good, scund tmining is the
only thing that can keep an outfit moving- doing its job
when comemand and control is difficult. -GEN Denn A,
Starry, "Sergeants’ Business" Ailiiary Rewiew, May
1978, 7p. 6,7, 5

If the exercise is sbserquently discussed in the officery’
mess, it was probably worth while; if there is arpament
over jt in the sergeants' mess it was & good exerciss;
while, if it shonld be mentioned in the corporals’ room, it
waz an ondoubted soccess,  -Field Mershal Sir A B
Wavell, "The Training of the Army for War" Jourra! of
the Roval United Service Institution, Way 1933, p. 268

We are coming hack to the old-fashionsd training, amd I
want the ¢adets to leamn in particular what every old
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sorgeant is supposed 0 know, -Napoleon, 1809, The

Mind of Napoleaon, p. 218

Support NCOs in Conducting Training

The...chain of command must back up the firg-line
leaders who comduct ttaining. This is done in many
ways: by ablocating lime, resources, and clear goidance
hased on a logical plan; by diagnosing and solving
problems beforehand; by eliminating deiractors; and by
creating an environment supportive of good training.
The efficiont nse of time and other training asscts diciaics
that we must aggressively search for creative training
approaches and opportunities. Our actions st display
to all that there is nothing more iImportant- and, if we do
it right, nothing mare intercsting- than training.

The chain of command must also exhibit wlerance,
Mistakes are ingvitable during iraining, It is training, not
testing. Soldicrs arc there to learn, not to make leaders
look goodl The responsibility is to teach, We must
epcourage an environment in which trainers have the
freedom to experiment, to make mistakes, cormect and
learn from those experiences,

Emually important, the chaln of command muost
develap the training lesdership skills of those leaders
who actually conduct training. I look to the lowest
echelon with a staff o handle these imponant
responzibilities. In most cases, that is the baltalion,
Echelons above battalion must sct goals, clear the air of
detractors, and provide support that is beyond the
capabilites of battalion-sized writs. The situation is
simply this: the whole chain of command must wotk
together a3 a tcam to plan, conduct, and support good
taining. -GEN Edward . Meyer, "United States Army:
The Chief of Staff." Army Frainer, Fall 1981, pp, 2-3

Commanders must determing their priorlbes and lay oot
training programs at least 90 days in advancs at the
brigads level, Onee the commitment of dme s made to
companics- and it should be no 1255 than 30 days in
advance- each level of command mnst act to protect that
soraitment 5o that our junior officers, their NCOs, and
the individoal Scldier understand the task at band....
Commanders at  every level peed 1o hecome
"heatshields,",,. We must all be heat shiclds for oor
subordinates and must insist they be the same for theirs,
-GEM Edward C. Meyer, £. O, Meper, 1983, pp. 58, 31,
123

Commanders at all echelons [must] minimize (e
distractors that hinder the NCO in fulfilling his
responsibility.  -Noncommissioned Officer Frofessional
Devalopment Sy, Vol 2, 1986, p. 1-5
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The first line supervisor can®t [train individual soldiers]
by himscll: he'll need assistance. This assistance is in the
Torm of thme for teaining, training areas, equipment, fizld
and technical mamuals, TEC lessons, and ammimition.
Ft's the job of the officer corps to provide these assets. -
w3 John W. McEnery, "Who Is Responsible for
Individuat Training?" Armor, Mar-Apr 1977, pp. 67

Commianders must ensure that (e signals they send their
trainers are the right ones since commanders set the
pattern of habils that trainers thronghout the Ariny will
doliboratcly adopt.  -DA Pam 600-25, US Adrmy
Mopoommissioned Officer Professionasl  Development
{Fuicde, 1987, p. 23

Uml;emtand the NCO's Importance in Combat

In bhattle after baitle, when officers went  down,
Americans counted on a corporal or sergeant to take
charge, It happened at Concord, whete Minutewman NCD
Amos Barrett of the Massachosetts Militda took charge
after his lieutenant fz2ll wounded, It happened at Utah
Beach, where Stall’ Scrgeant Harrison Summers led a
small proup of paratroopers to clear a vital beach exit. 1t
happened at Landing Zove X-Ray in Victnam, when
Sorgeant Ermic Savage assumed command of a trapped
platoon- he got them.out. [Tn Mogadishu], with Rangers
pinoed down under fire, SGT Bob Jackson led a mlief
foree forpard. "Those are my guys," he said, "and Tvo
got to be helping them.” -GEN Gorden R. Suliivan, “The
Chicfs View of NCO Leadership Chellenges.” NCO
Jowpmal, Winler 1994, p. 8

The vigtory in Operation Degert Storm must be
rememberad sbove all a5 a monument o the Atmy's
corps of noncomitissionsd officers- the squad leaders,
tank commandars, section cliefs, platoon sergeants, first
sergeants, and command sergeants major in combat,
combat suppon, and combst service support units- men
and women who won the batile where it counted: up
close and personal.. Our sergeants [translated onr]
vigion into the tactics, tochniques, and procedures that
molded the yowh of America into tough, disciplined
soldiers who Jought with ferocious resolve and yet could
rander kumandtarian assistance with compassion, -OEM
Carl E, Yuono, Collfeeied Warks, 1987, n. 381

The key to our success in Desent Storm was our superb
NCO leadership, -GEN Frederick W4 Franks, "Franlkdy
Speaking,” MO0 Journal, Fall 1993, p. 8

On {the] batleficld, the difference betwesn victory and
defieat very likely will be the Teadersip of NCOs. -GEN
Jolm A. Wickham, Coflected Warks, 1987, p. 15
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The commander who lacks the moral coutage and the
prafessional skill to develop and maintain a thoroughly
competent corps of noncormmissioned officers throughout
his command theechy demonstrates his ivability o
assumne the responsibilitics of leadership in combat. Such
a commander forfeits the confidence and rospect of his
subordinates, He destroys the morale of his organization,
He will surcly fail in baile, It hos been clearly
demonsirated 1n this war, as in past wars, that
noncommissioncd officers are the hackbone of the Armay,
Suecess in combat depends uwpon the character and
gualifications of the noncommissioned officers
commanding small wnits, They must be outstanding
leaders with n high sense of dury and a strong will, They
must be resourceful and willing to assume responsibility.
Tn erder to insure that our noncommissioned officers are
equal ta the tasks that lie ahead of them, commancders of
all echelons will give their personal attention to

improving the quality and presiigo of those
noncommissioned  officers who  evercise  crnmmaed
responsibifities, -War Department Circular 703,

Neneommissioned Offfcers, 1944, p. 1, signed by
General of the Army George C, Marshall

[The 37th Tank Bn during WWII] was separated from
other friendly vnits, and set vp an all-around defensive
position for the nlght. On one flank a 1ank section under
the command of 2 sergeant was sent out to provide
gecutity. The sergeani..put one of kis tanks in a
Taystack, pretty well camouflaged. The other he put in a
barn. Nedther conld be s2en from the road, bot both hed a
pood view of it. Then he sent one man about 130 vards
forward, and gave him a field 1elephone and instructions
to be alert for anything moving down the road,,., When
inoming came the arca was shrouded in dense fogr [and]
a cohmn of Goman tanks came on down the road,
passing the man with the ficld phene. He caineed them
as they went by, ten in all, and wamed his ssrgeant....
The twa Shermans knocked out sevem of the ensmy
tanks, dtiving away the other three, *In the nommal,
humdogm,  day-today  training  program,”  [GEN
Creighton] Abrams woild observe in tclling about this
incident many times in later years, "people get up and
they talk abowt camouflage, and they talk about security,
and then they talk about guarding voutself dioring periods
of limited visihilily. Well, here was a fellow who
rememnbered, who retained, all of those things that were
important on that particular day to that particular job,
and he applicd them.” Abrams said that he bad always
been very grawfol for that sergeant's  outstanding
professionatism; "1 just wouldn't have wanted fen encrny
tanks in the command post before brealabst.” -Lewis
Sotley, Thanderbolt: General Creightan Abrons and the
Army of His Times, pp. 60-61
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When once a new officer or noncommissioned oficer
understands - just how to fight a plalcon, he then
understands the principles for eommanding a company, a
battalion, a regiment, or a division, because thete is no
chanpe in basic theory whatover, up or down the scale,
The one difference is simply that the distaoces are
greater, and this changes the logistical problem. But the
tactical problem remains identically the same, whatever
the stzo of the unit. -GEW J. Lawton Cellins, "Stresa the
Fundamentals." Combm Forces Journal, Nov 1952, p.
13

[NCOs] must [ove initiative and most hold what ground
they gained to the utmost It ollen happens that a
sergeant of ¢ven a corporal may decide a baitle by the
Boldncsz with which he seizes a bit of pround and holds
it. -Genetal of the Amiies John J. Parshing, WWIL, The
Story of the Noncomutissioned Officer Corps, p. 15

Noncomrmissloned officars have thronghout the history of
our Ariny been riding o 1he rescue of both the soldiers
thoy lead and the commander they suppon, -MG Paul E,
Funk, "The NCO's Role Is Crueial in Seding the Army's
Standards." Armor, Nov-Deo 1992, p. 3

Combat studies of [ihe Korean War] showed that in
every outstanding performance by an infinby company
there was consplcuous participation by 3 oomber of
nonconumissioned officers. -Emnest F. Fisher, "Uniguely
American NCC Corps Had Roots in Europesn Armies."
ARMY, Oct 1989, p. 191

[During the Civil War] at Seiver's Ford in the
Shenandoah Valley of Virginia, Sgr. Conrad Schwidr of
the 2d U8, Cavalry responded decisively when his
superior officer, Captain Theophilus Rodenbough, was
dismounted and critically wounded in a failed cavalry
charge. As the incident was later described: "Dazed and
blpodied, facing certain caphure and probably death from
his wounds, Redenbough falt a strong arm slap across his
back, a hand squarely grab the back of his belt and lift
him off his fest.. In an vnprecedentzd display of
personal courage, unsalfishness, and brute strength, Sgt,
Conrad Schmidt singlehandedly rescusd the acting
Eegimental Commander while under fire and carried
him to safety.”.., Far his display of intrepidity, Schmidt
wag pwarded the Medal of Honor, -Dr. John Finnegan,
The Civil War NCO" INSCOM Jonrmal, Aug-Sep
1589, p. 32

[During the Indian Wars, a cavalty detachment was
besieped by Indians. On the fourth day, the commaner,
MAJ George Forsyth, onc of the seversly wonnded,]
knew they moust starve soom, and there was no sign of
relief, though another pair of scouts had been sent out
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after the first two. He tald the able-bodied to Jeave him
aned the other wounded and save themselves, Every man
shouted a refusal, [LSG W. H. H. McCall, swore] "We've
fonght together," he said, "and, by God, if nped be will
die topather" [The scouts did get through, and wers
rescued by the Buffalo Soldiers of the 10th Cavalry,
riding 100 mdles in two days.] -Fairfax Dovwney, Indion-
Fighting Army, pp. 74-73

It is, indeed, singular, how a man loses ot gains caste
with his comrades from his Behaviour, and how closely
he is observed in the ficld, The officers, too, are
commented upoen and closely observed. The men are very
proud of those who are btave in the field, and kind and
considerale 1o the soldlers under them. An act ol
kindness done by an officer has ofien during the batile
been the cause of his Bifs being saved. -Rifleman Harris,
1848, in fawk and Fife, p. 145

Noncommissioned officers...ave the heart of the infantry.
“Marshal Maurice de Baxc, My Reverdes, 1732, p. 215

Our soldiers can do a great deal more under pressore
that poople think, You'd have to see them perform in
combar to believe it. -SMA George W, Dunaway, The
Sergeants Major of the Arm: On Leadership and the
Frofescion of drms, 1996, p. 7

Understand the NCO's Importance to Officer Suecess

AMN T ask of anyone [is] do what is right. Leaders must
look to their soldicrs and focus on the goad, No soldier
wakes yp in the morning and says, "Okay, how am I
going to screw this up today?” Soldiers want to do good
and commanders should give them that opporimity. An
otstanding soldier, Command Sergeant Major Richard
Cayton, the former US Foroes Command (FORSCOM)
sergeant major, summed up a leader's responsibility this
way: "Your soldicrs will walk a path and they will come
te & crossroad; if you are standing at the crosstoad, where
vou belong, you can guide your soldicrs to the right path
and make them successfol.” -GEN Dennis 1. Reimer,
"Leadership for the 21st Century.” Afifitary Review, Jan-
Feb 1996, p. &

[During the 1996 AUSA Army Ten-Miler] & young
soldier ran past me and said, "Hang in there, sergeant
major, you'll make it." T tel} you T would've quit if it
weren't for him. -GEN Dennis J. Reimer, in "Annoal
Meeting- an Ungualified Success" AUSd News, Dec
1996, p. 15

There should be no question about the mportance of the
NCO:; unless be is well trained, highly disciplined, loyal,
and a leader you can expect very little from that
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orpanization, -GA George C. Marshall, 194], The
Papers of George Catlett Marshall, Vol 2, p. 546

Effective NCOs cnsble commanders to command! -
TRADWIC Parmn 525-100-4, Leadership and Commmmd
on the Batlefleld: Noncommissioned Officer Corps,
1994, p. 17

You spend half your life taking care of soldicrs and all of
a sodden you furn asourd and find out that all along
they've been toking carc of yow. -GEN William B.
Rosson, in Top Sergeam, 1995, p, 135

[GEN Creighton] Abrams knew a good job when he saw
one, and he delighted in feiling about the best leaders as
he encenntered them. One of his favorites was Sergeant
Love, 2 non-commissioned officer he had known for a
long time, Love was assigned to ome of the tank
hattalions, stationed at Golnhansen, and one day Abrams
went to se2 him, He asked Love if he bad gotten any new
people as the result of a recent buildup. "Four," Love
replied. "Tell me ahout them," said Abtrams. "Well," said
Love, "thete's Private Henry Johoson" (or whatever his
name was), "He hasn't finished high school, and he
wants to drive a tank. But he can't drive a car vet, 50 'm
sending him to GED to get his high school equivalency.
I've had him over to the hoose- he's about the same age
as my boy. He's poing to be all right." Then Love wenl
o to tell in the same detail about each of the other thras
new men he had received, all without a notehool or any
notes. When he had finished, Abrams asked him, "How's
the discipline in your platoon?" "We've never had a
delinquency,” said Love. "All welve gotten are good
people." The first person Abrams fold about the visit
when hie got back was his military lvwyer. "If all the
sergeants in the Army were lilke Sergeant Love," he said,
"you wouldn't have a job." -Lowis Sorley, letter 9 Jan
1997

You arc dependent for your success upon, the efficiency
of your suboidinates, your noncommissioned officers and
vour men, AOOL Fred Ho Sargent, Hinds o Mewhy
Appobwied Officers, 1920, p. 49

Soldiers recognize dedicated leaders who believe in wnit
sarvice, They will give their all o the NCO who does
what is best for the unit instead of just doing what looks
good to higher headquarters and the pext promotion
board, -DA Pam 600-25, LS drmy Nencommissioned
Officer Professional Development Guide, 1987, p. 18

Most officers can single out one NCO as having been
espectally important o their  success...  Newer
underzstimate the influence of that sergeant. -"Sergeants
Wake Tl Happen." Field Artiflery, Aup 1989, p, 25
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Men rise throngh sudy, and in success they bring
suocess to their keaders, -MAT B. G. Chynowath, "The
Enliated Apprentice." fnfartrypJonrnal, Nov 1921, p. 487

The captain may spend many hours cach day with his
company in instructive and administrative dutice, and he
may continne this line of work far months, and yet, il he
is noi spported by an intlligent, able, and indusrious
body of serpeants and corporals, the resudt of his efforts
will not be in proporion with the time and encrgy
expended; in fact, disappointment and disconragement
will very naturally be the conscquence. -1LT Gustave A,
Wiesar, "The Company Non-Commissioned Officer:
How Can His Efficiency Be Beat Promoted and His Re-
Enlistment Be Sceured?" Journal aof the Military Service
Instinution of the United Siates, dar-Apr 1909, p. 219

Regardless of the kind of unit yoo'rs in, it oughit to be an
“elite" outiit, becanse its NCOs can make it one. -Shia,
William G. Bainbmidge, Top Sergeant, 1995, p. 148

It is the Noncommissioncd Officer who performs &
majorily of the leadership and training fonctions in
today's Army. Cur younger soldiers, and many officers,
Jook to the NCO for leadership and guidance, From the
carlicst days of the republic, it has always been, "Go ask
Sarge, hell know what to do" -CSM Walter W,
Krueger, "President/CEQ ol the NOOA" TNSCOM
Jourmal, Ang-5=p 1989, p. 18

Think At NCOs

The subject of NCOs poes to the cssence of eur Army. Ii's
a subject cvery officer should know as nuch as possible
about. -"Spotlighting the NCO." Officers’ Caff, Mar-Apr
1989, p. 3

Whenever I talk to leadors, capecially officers, I get their
attention by questioning how much interest they really
have in their enlisted soldiers. I do this by asking what
the selecton rates to major, licutenant colonel, and
colonel were this year. Almost every officer, even second
lieutenants who don't have a prayer of being retained past
their initial term of cbligated service, can tell me within
2 percent the right answers... Then I ask shat the
selection rate was for sergeant first ¢lass for the list [most
recently released] and I get blank stares. -COL Eon
Dabbieri, Chief, Combat Support Carecr Divizion,
"Misplased Compassion.” Englneer, Jul 1990, p. 47

Let us [pive NOOs) the apportenity 10 shate the swealth of
knowmdedpe in our differont schools.... Let ve reinforce the
backbone, -CPT Fred A. Darden, "More Time for
Sergeants,” Myfaniry, Deo 1960, Jan-Feb 1961, p. 24
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We are very much concerned today that men should be
ghle 10 rise in station according to their abilities to

“accomplish. In every trade or proftssion, we gain

stezngth and froshness only through the free growth of
the individueals....

There is oo trade more suscephible of imaginative
treatment than the trade of the soldiet. Yet there 18 no
trade in which the leaders make so little use of the nathe
curiosity of the individuzl.... ‘We school our officers, Do
ot neglest the enlisted men, Let them be educated, too,
I they so desire. If we lead praperly there will be many
that will desire. Inspire them. ..

The wise tcaching that men should seek greamess in
the aticmpt to serve the lowly appeats o have been
ignored. Apparently we lock for greatness in imagining
ourselves all to be genemls.... Life is one long serics of
schools. One oftén wonders if we have not swung beyond
ihe batance between technique and ingpiration. At any
rate, §t 15 all for the officer. We waste no time demanding
study from the enlisted man. He remains #n apprentics....
Thers has not been quite enough thonght given 1o the
problems of the enlisted man..., It is so easy to think that
the enlisted man and the mechanic are not of the
"reading kind."... Mamy an efficer has been surprised to
find his noncommissioned officers studying militany
works. It 1 pitiful to think how little there is of likeramre
that 15 really aimed at these men. Some of them have
been as interested in thetr profession and as proud of the
name of soldier as our major generals. Wy not books for
such as these? Books that will give them new ideas of the
Intricacles of thelr trade? Imaginaiive, ingpiring books,
that will siimulate their pride in service? Books that will
give them our thoughts of themsetves? It would be well
worth whilel... Give them ali of the books they can
absorh,., There have been excellent books for the
noncommissioned officets and privates, on such sbiccis
a3 leadership, patrolling, shooting, courtesies, traditions,
and methods generally, But these are too few. They are a
mere start.,., The beginning is with the officer or enlisted
man whose intersst enconrages him to write for the
men,,,, What they teach themselves in their free
moments will not only train them but will also teach
them to love their profession, That devotion is what we

Men elevate themselves through their thoughts... The
problems which now confront ws can be solved only
through education.... The officer who encoumges his
men to think and to advance ideas will automatically
strengthen and broaden himself,

e preatest service, nit only to oo covatty but to
outselves ag well, will come through continoed shudy of
onr greatest assct, the enlisted man, -MAJ B G
Chynoweth, "The Enlisted Apprentica." fnfmury Josrmal,
Mov 132], pp. 485430
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Whether you're an officer or an NCQ, remember who
you are, where you came from, and who and what you
represent. ‘We were all privates or cadets once, and we all
represent the soldier of the United States Army and the
United States of America. We need to do it nell! -SMA
Juling A Gates, corversation 8 Sep 1997

You are always on my mind, -bricfing to new NCOs,
Comparn fffcers Handhook, 1948, p. 139

What the NCO works toward 1s not a group of soldisrs
who achieve and maintain standards because the
sergeant is there standing over them. What the NCO
wants is a4 group who knows that those standards are
right for that team, and embraces those standands as its
own... The soldicr doesn't claan his or her weapon to
avoid a chewing out. The weapon gets cleanad because
that's the right thing to do. The soldier dossn't make a
decision out of fear of reprimand, but because his or her
valuss, atdtudes, and beliefs corditm that W's the right
decision to make. That's scll-discipline and it's the only
Idnd of discipline that will stand up to the streas, chaos,
and uncertainty of battle,,.,

Clavsewitz, who wrote about the "Principles of
War", linked discipline, training, and morale to esprit
("winning spirit"). "A unit," he wrote, "that maintains its
cohesion under the most murderons fire; that cannat be
ghaken by the imaginary fears and resists well-founded
ones with all its mipht; that, proud of its viclorics will not
lose the strenpth to obey erdais and its respect and st
for i1s officers even in defeat; whose plysical powet, like
the nmscles of an athicte, has heen steeled by training in
privation and effort;...that is mindfol of all these duties
and qualities by vinue of the single powerful idea of the
honor of its amhs- such a unit is imbued with the true
military spirit." Take a Jook around you and you will see
teams, soctions, squads, and platoons just like those
Clausewitz described. You'll find them anywhere there is
an NCO who carcs enough to cotrectly tain and lead his
or her soldiers,... Instead of a house or a doyscraper,
NCOs build units. -CSM George D, Mock and SFC
John K. D'Amato, "Building the Force: "Skill, Will and
Teamwork." NOG Jowrnal, Surmmer 1991, pp. 19, 18

Read the NCO Jorrnal

Cffioers can gain valusble perspective on the NCO Comps
and NCO concerna by reading the NCO Journal, NCOs
need to cnocourage officers, espectally young officers, to
read them, and units need o keep them.  -Command,
Leadersiip, and Effeciive Staff Suppart, 1956, p. 163

I find the information [in the NCO Jorrnad] helpfol, not
only in working with NCOs, but also for MY
professional development. -MAT Jefitey Smith, "Reserve
Components Need Jouwrma! Exposure " NCO Jowrnal,
Fall 1993, p. 26
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The NCO Jowrnal.cootains very valuable material
uselil to soldiers of all ranks... Reading the Jownal:

-Gives ingight into the NCC viewpaoint, their concerns,
what affects their ahility to tfrain and cperate, and
solutions to problems,

-Can sirenpgthen  all NCO/Officer  relationships,
cqpecially for young officers. Cadets and instroctors
imwolved with officer accession programs conld also
bepefit from reading the Jownals, Copying and making
g reading packet of the aticles would be most helpful ke
young officets.

-Can malee it training mote effective by applying
lcssons fearned on training Sefore training,

-Con provide tepics for professional develepment
disssion and for unit professional development reading
programs. I wouvld recommend keeping several sets of
Jowrrials in & vnit, with one being a reference copy. -
MAT M, M, Yamamoto, "Sowrmei Usefol Tool for
Dificers and NCOs." MOO Jaurnal, Winter 1993, p, 27

Tinderstand What NCOs Expect from Officers

The American soldicr is a proud one and be demands
professional cnmpetence in his leaders.... e wonts a
leader who v emergefic aid foreciid.. In batile, he
walits to know that the job is poing to be done right, with
no unncceseary casualties.... I was always conscions of
the fact that the higher in command that an officer rises,
the more faith and trast his soldicrs have to place in him,
Mo soldier darss to ask the division commander whether
the agtack is well planned. No private asks the regimental
commuander if his battalions are properly supported with
anillery fire. A great deal of trost is placed in the
leadership of an American fighting unit by its men. To
meet this tmst, an American leader trmst be well trained,
well disciplined, and professionally competent,

Perhaps most important is loyalty. On this factor alone
bailles are won or Inst. To be really effective, Toyalty mmst
go thres ways- up, down, and sideways. Loyally to the
man who is in command demands a sincere effort to do
what he orders and even (o carry out what you belleve
should be done i he has not ordered it.

Loyaity on the part of the leader, to the men whom he
leads, is the only adequate repayment for their loyalty.
This means an understanding car for their needs and
complaints, an honest answer to their questions and a
convincing and courageous presentation of their jost
needs to higher suthority.

Lovalty sideways is voluintary cooperation with the
man on your right and your left. This is the real fiber of
Ameriean teatrwotie, This is the principle of democracy-
do for him what you expect him 1o do for you- that works
when all else fails. -General of the Army Omar N.
Bradley, "Americens Mititary Leadership”  Army
Information Digast, Fely 1953, pp. 5. 6
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NC0g are willing to do almost anything, All they want to
kv is what's the standard, and then if you, the
commander, arc poing ta cauge me to hold the soldiers
accouriable o that standsrd, are you poing to back me
up becanse some of them are not, and P going to need
yaur help, commander, to get them to standard or out of
the Army, MG William G, Caner, Deaert Storm, in
TRADOC Pam 525-100-4, Leadership ond Command
o the Bettlefield: Nowncommissioned Officer Corps,
1994, p. 30

What do...soldiers expect? First, they expect their officer
and their sergeant to be good at their jobs, Second, they
expect both of you to have a high sense of duty. They
expect mare of theiv officers and their sergeantz than
themselves, They expect the officer and the sergeant to
be selfless, They expect them to challenge the system.
They expect you bath to become a little bit more than
what you really ate. Third, they expcct you to be
vourageons, We'rts it just talking about physical courage
in combat becanse that is a given, We're talking abont
moral conrage: the ability to take on the system and the
dhility every so ofinn fo let things go wrong and not get
overly excited it  -MG Denald R, Infante and MS3G
Norman T Oliver, "The Officer and the NCO: Who Dlocs
What?" Officers’ Cail, Mar-Apr 1989, p. 4

[NCCOs expect] an officer to recognize problem areas
befors they produce problems..,. In order to acoomplish
any given task spccessfully, an officer must understand
the mission and the resources required to accomplish it
When given a misslon, we expect the officer to know
immediately if ha has the resources to "get the job done."
Don't misnndersiand me, we don't expect the officer to
wderstand every detail of every man's job (that is onr
respongibility), but we do cxpect him to recognize a
finished product....

As an offfcer, you make the executive and command
decisions, bt lot ws take our mem on and get the job
done. Corversely, don't give 1z a free band and poll the
digappearing act. Make it your business to know what we
are doing and why. If vou do, and you approve of what
and how we are "rumning the unil," back vs wp in our
decisions, Tt is your job, we expect you to perform. It
is as simple as that...,,

When an officer comes under fire (pressure from
abova or below, inslde or owside of his command), we
axpect him to remain caloa, exert Srmness, and influence
his subordinates, control his voice- and body, te, not
gesture wildly or bounce off every available wall,..,

‘When officers infringe on set standards, it is obvions
to the enlisted soldier. Consequently, the WCD is caught
in the middle, When we tiy to comect owr men, they
point out an officer within the unit- one who is guilly of
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an infraction we ars tying to comrect. The damags s
olwious. ...

Cficers should have courage, Many NCOs feel that
some officers..are more concerned  abonl  personal
elficiency reports than the morale and welfare of their
men, We expest an officer to siand up for his men; many
times this meens standing wp to his rating officer, The
men waich; They understand; they know if their company
commandet or platoon Jeader will stand behind thent,, .,

Ton: many oflicers menopolize thefr command, unit, or
activily for personal gain. Too many officors place thelr
comfort, pleasurn, and recreation before subordinates.
Too many officers accept awards, but hever recommend
their subordinates, Officers should remember that we
know who does the job- good oF bad, I it is bad, wo
aecept our share of the responsibility. If it is good, five us
a little creditl By us, T mean the enlisted men and the
NCOs, not just ome or the other....

It is very imporiant to remember that NCOs (and all
subordinates) admire and "pul-omt” for an officer who is
unseifish, "We" is A beautiful pronoun o ng, -15G John
M. Liggett, "Officers and NCD% A Working
Rolationship That Must Endure. Mfemire, Nov-Deeo
1572, pp. 26, 27

I expect my officer to break down the cbstacles I
cncounter from other officers or else redirect my mission.
In twrn, keeping your officer informed is the key to
ensuring your task is accomplished in sappont of the
officer's mission. -an NCQ, m "Officer-NCO Relations-
at NCC Perspeotive,” Cfffeare’ Call, Mar-Apr 1989, p. 7

NCOs kmow what to do in combat whett given an
unlawfil order. But, it peacetime garrison and dield
settings, ethical problems are more subile, if not more
prevalent.., I can remember in & recent assignment,
being asked to find a laddor when no ladders conld be
found. The "NCOs Make It Happen" ling was tacked on
somewhere at the end of the roquest for me to find one.
When I did find one thtough a buddy of mine, my boss
gave me a wink and knowing smile and said, "Sarge, I
don't even want to know where you gotit”...,

We nead to teach our young NCOs that if it can't be
done withic the system, if it can't be done legaily and
ethically, then it doeso't nocd 0 be done.. We mmst
tefuse to promote a mindset and philosophy that goes
apainst the bonor, honesty, and commilment to high
ideals the NCO Corps should stand for. We must
realize, that every unethical act dote by one of us
diminishcs all of s,

Weo ought to work to develop an environment [in
which] the mission {5 accomplished, but the “Can Do"
aititude is replaced by the "Can Do, But Do It the Right
Way" attlinde. Baing the backbong of the Army means
having ihe “backbone® to reoognize that some things are
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"Oificer Bosiness," some things are "NCO Business,”
and some things [bending or breaking the rules] are
"Mobody's Business." -MSG Jack D'Amato, "Nobody's'
Busingss... Creates Eihical Dileminas,” MCQ Journal,
Winter 1993, pp. 6, 7

It probably makes sense for the ranks to have scparate
facilities- 1 certainly don't want to cocourage any
familiarity that might breed contempt- what 1 think is
that they should ol be served from the same pot.... In my
experience the officers are served breast meat and the
enlisted man's chicken is all neck. In fact, I once drew a
cartoon of the two birds. One was all necks and faet- bt
no drumsticks. Those were on the other one, the one with
alt the breasts,.,. I the food is lonsy, the officers should
he the first to know. It's one thing for the captain to be
told the bread's moldy- it's another thing if he has to eat it
himself, -Rill Mauldin, dwd & Gurs, 1978, p. 36

You may be able 1o feol thoss you work for; chances are
yom will never be able to fool those who wotk for you, -
P 22-600-20, The Army Noncommissioned Officer
Guide, 1980, . 9, signed by GEN Edward C. Meyer

Kee nlso Platoon Leaders

Respect NCOs

Pride of military distinction...is necessary in the
Serpreant...without which, he will not be able to maintsin
that Respectability in his Station, which the nature of his
Command requires; and which, in all well disciplined
Armies, is very essential to the Service, -GEN George
Washington, 1783, The Writings of George Wmshmgton,
Vol 26, p. 449

[The captain must] use every possible means to keep up 2
proper subordination between [the noncommissioned
oificers] and the soldiers: For which reason he omst
never tudely reprimand them in presence of the men, but
at all times treat them with proper respect MG
Frederick von Steuben, Regulotions for the Order and
Discipfine of the Traops of the United States, 1719, p.
139

The more [an officer] lowers a soldier's self-astesm, the
less congideration he earns for himszlf [Tt is] more
gratifying to an officer to command men whase conduct
ig dictated by honour than those who are only held in
obedience by the fear of punishment. We may add that
there is also a greater securily. -Count Lancelot Turpin
de Crisse, 1754, in Command and Discipline, pp. 141,
142

If you diminish [an NCO] in public, yow'rs cutting off
your cwn legs. -GEN Bruce C. Clatke, 1954, Clarke of
St Vith, p. 207
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The normal desite of the veteran who has won his strines
by hard service is 1o support his officers and reduce the
friction down below., Whatever is done to lessen his
dignity and prestige damages morale and creates new
giresses in the relations between the officer cotps and the
ranks [and] the military machine loses its cushion and
becomes subject to increastng shock, ~The Armed Forces
Cifftcer, 1950, p. 151, signed by Secretaty of Lefense
George C. Marshall

For an officer to be overbeazing and insulting in the
weatment of enlisted ten is the act of a coward, He ties
the man to a tree with the ropes of discipline and then
strikes him in the face, kmowing full wel! that the man
cannot strike back, -MAJ Chnstian Bach, address
"Leadership.” 1918, Congressional Record Appendix,
Vol 88-Part 2, p. A2252

All officers, in dealing with eolistad men, will bear in
mind the ahsolute necessity of so treating them as to
preserve their self-respest.  -Army Regulation in the
Mmual for Noncommizssioned Officers and Privates of
Infantry of the Army of the Linited States, 1917, p. 11,
gigned by MG Hogh L. Scatt

The discipline which makes the seldicr of a free country
reliable in battle is not to be pained by harsh or
tyrannical treatment, On the contrary, such treatment is
far mote likely to destroy than to make an army, It is
possitile to impart instruction and give commands in
such manper and in such tone of voice as to inspire in the
soldier no feeling but an intense destre to obey, while the
oppasite manner and tone of voice can net fail to excite
strong reseniment and a desire to disobey. The one mode
ot the other of dealing with subordinates springs from a
comesponding spirit in the breast of the commander. He
who fezls the respect which is due to others can not fail
to ingpire in them regard for himself, whilz he who fiesls,
and hence manifests, disrespect towards others,
especially his inferiars, can not fall to inspire hatred
against himself. -LTG John M. Schofield, address to the
United States Corps of Cadets, 1879, in Momal for
Noncommissioned Qfficers and Privater of nfemivy af
the Avny af the United States, 1917, p. 12, signed by
Mt Hugh L. Seott

[Far the MCO] to do his job properly, he must have the
respect of the troops, Tt is herc that the aititudes of his
seniors arg veory important, fn order fo acoowmpfish his
duties properly, the NCO rust have the respect and
support of kis semiors. Accord your NCOs the same
respect that you feo) your superior officers should give
you. Support yonr NCOs as you would expect to be
supported by your company commatder or your batialion
commander. -The Officer’s Guide, 1970, p. 271
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You are Offtcers to whom men look up and on whom
Officers depend.  -Drlefing to new NCOs, Company
Cffteers Handbook, 1948, p. 159

Respert given also deserves respect,., Real power comes
from kmowledge, not rank. -CW2 Philip Hoambrick,
"Back to Basies. " NOO Jawrnal, Wintar 1993, p. 17

The only time I will iook down on 4 soldler is when T am
helping him up, -SGM Stove Sutton, in "To Live and
(AMmaost) Die in the Aomy,” JASCOM Journal, Aug-Sep
1989, p. &5 '

Any time you, as a leader, degrade a soldicr, you have
violated your coniract to make subordinates winners, -
MSG John MeLennon, "How Do Few Set Their Sonls on
Fire?" NCO Jowrnai, Fall 1991, p. 13

Work to Increase the Prestige of NCO3

A leader must seck in every possible way to build up the
prestige of his junior officers and his noncommissioned
officors, nat to tear it dopm. DA Pam 22-1, Leadership,
1948, p, 18, signed by Generel of the Army Cmar N,
Bradley

[Consult] with appropriate noncoomissioned officers in
planning the implementation of dirsctives. The prestigs
of a noncommissioned officer is materially raised if he
fvariably Das  infbrmation in  advance of iz
dissemination to the command as a whele, and if his
recommendations are sought by his commander. -War
Departeent Cirevdar 70, MNowcommissioned Officers,
1944, p. 2, signed by GA George C. Marshall

It has boon clearly demonsirated in this war, as in past
wars, that nomcommissionad officers are the backbone of
the Army. Al unit commanices mnst give their personal
altention o improving the quelity and prestige of
noncommissioned officers, especially thosa who exercise
command responsibility, -GEN George S Patton, 18
MNov 1944, in "Solid Chevron." Army Trafmer, Winter
1983, p. 36

By shear force of character, supetior training, and long
sarvice this clase [of noncommissioned offiesrs] built up
for itzelf an artificial stains distioct from that of the
privatz soldier and making more for discipline and
efficiency than any other one thing.... The man who
nndertakes to dovote his life to this line of work is
entitled for his faithfilness to a higher degree of respect
than the apprentice whose mind is stll unmade. The
man whose ability raises him above his fallows, and
whose fores gives him natural control over them, may be
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his worl, -Sectetary of War Whlliam Taft, Report of the
Secretary of War, 1907, pp. 79-80, 99-100

An excellent way to enbancs the responsibility and
prestige af the noncommissionsd offiesrs- and hanoe the
effectivenzss of the unit- is to estabiish noncommissioned
officers' advisory conncils, nsually in units having over
100 enlisted men. Meeting regularly, say once a month,
the councils should forwerd recommendaiions to the
comremding officer on subjects of interest to the
command, Cuestions of morale and onit officioncy
should most certeinly come within the porview of the
councits, [t s essential that all recommendations receive
the attention of the major commander concorned, for
failure to act on justified recommendations will defeat the
whole purposs of the couneils. <(EN Bes C. Clarks,
Gaidelines for the Leader aned the Commemder, 1964, p,
17

The more closely the treatment accorded the serpeams
approaches thai given to officers, the greater prestige will
these men have and the better work will they do. -COL
Henry A, Finch, “Incressing the Prestige of
Noncommissicned Officers." Infimairy Journal, Jan 1320,
p. 355

Appreciate NCOs

Hollywood knows {here’s something about 2 serpeant,
When you s¢e a television show or 2 movie, the camera
may focus on the officers. You know the stereotypes: the
rookie lisatenant, the agpressive coloncl, the intgllecial
peneral. But 1 gusrantee you, somewhere in  that
prosentation will be a tough old serpeant, with
hashmarks up to the elbow. He stands for cxpericncs,
common sense, and wisdom He's Gary Cooper in
Sergoeant York or James Earl Jones in Gardens of Stone.
He is Lom Gossett in An Officer and o Gendlepian, telling
candidate Mayo that the service is not about flying
airplanes, it's about chameter... For America, the
sergeant /v the Army, -GEN Gordon B, Sullivan, address
"America's Nencommissioned Officer Corps- inta The
23t Contory." Speech File Service, 2nef Cuarter, Fiseal
Year 1994, p, 13

It is no accident that the 1TIS Army NCO corps is
recognized by the world's arned forces as a TS, naticonal
strengtly, .. Soldiers see their noncommissioned officer as
someone to look up 1o fand] who can and will help them
be winners.... The MCO also is a coach who teaches and
makes winners out of those who may not have had the
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oppariunity to experience success before they entered the
Ammy. The U.S. soldier.wants to be a winner, and
NCOs provide a way for this to happen. -GEN Colin L.’
Powell and C8M Robert F. Reach, *The Strength of the
NCO Corps Is a National Strategic Assct.” ARMY, Ot
1989, pp. 47, 48, 52

The non<ommissioned officer corps [is] a group of men
with a dedization like you don't sce anwwhere else. -GEN
Harold K. Johnson, L5 drmy Military History fnstitite
Pterview, Yol 1, 6 Feb 1972, 0. 2]

In the corps of Army officers, the good ones never forpat
the NOOs who gnided them to iheir successfol carests, -
GEN Frederick 1. Kroesen, "NCOs: Not Only the
Backbone but the Vital WNerve Systemn Link." ARMY, Sep
1992, p. 11

T will fake the hearts, hands, and heads of every soldier
to build & beiter Anmy.  -ShA Silaz L. Copeland, "The
ShdA Talks to the Troops Man to Man," Spldiers, Dac
1971, p. 4

The word "sergeants" poes bovond their imape of
cfficiency and toughness, and their demanding sbility to
get things done. They bring a special allveness to
military servics.,., Sergeants add spics, "tone and tint," -
MG Aubrey 8. Newmen, What Are Generals Made OF?,
1987, pp. 26-27, 23

There is probably no level more loyal or more conceroed
with the Army's future effectiveness [than the Senior
NCO. -Leadership for the 19707 USAHT Sindy of
Leadership for the Professional Saldier, 1971, p. 58

Mo other gronping within the Army has reccived so litile,
worked 50 bard, demanded less and remained more
faithful than today's noncommissioned officer corps. -
"The Non-Cemmissioned Dfficer Today.” Infomtry, Jan-
Feb 1574, p, 23

The best nomcoms in the world are Americans; they weld
the United States Avmy together,  ~COL Red Reeder,
Bown at Reveille, 1966, p. 200

The positon of the non-commissionsd officer is not
clovated enpugh. «1LT & W, Farber, "To Promote the
Efficieney of Non-Comunizsioned Officers.” Journal of
the Mifitary Servige Insthution af the United States, Jan
1898, p. 95

When you say someonc’s a scrgeant, the whole world
knows what you're talking about. A sergeant is tough. A
sergeant i expericnced. A sergoant docsn't have to play
up to anybody, He isn't handicapped by wimpish
personal ambition, -Michele MoConnick, Polishing Up
ihe Brass, 1988, p. 45
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The pride of the regiment 3 the goncommissionad
olficer. -"The Non-Cioms' Scheal at Fort Andrews.” LLS!
Army Recruiting News, 15 May 1937, p, &

Upon the hondreds and tens of hundreds of dhe
noncommissioned officers of 4 modern ammy devalves
the congrets tagk of nctually building an army.... Ina very
true scnse =n arny  is comstructed by its
nencommissioned officers, especially the top and sentor
dity sorpeants, who, as possibly no one will demy,
constimie the fonndation of the service..., An intelligznt,
forceful, fAghting sergeant....is the one greatest agency in
arousing the latent dynamic fighting force hidden in
every red-blooded recTuit ...

Gengeals, colonels, and majors. for the most part,
reach the privates- the bedrock of the army- only through
a series ¢f snbordinates, so that the most effective and
telling ideas of a more soperior officer are at Joast
pantiglly dissipated, lost and often gbortad cre they reach
the all-dmportant bt inconspicuons private. In the very
neccssary hietarchy of rank, the serpeant or corparal
gtands out a3 the master-bullder. He it is who performs
the miracle of tanslorming an (narticulated agerepation
of recruits into coprdinating groups of soldiers....

The cuality of the sergeant determines in a preat
measare the mormls, the staming, the discipline of an
army. He must have, sbove all else, intelligenos, prit,
determination, vigor, health, punch, and character, If he
has all this plus imaginstion and a bumning idealism,
tineturad with the glow of righteousness, he will get what
is called marale and discipline across to the raw tecriit....

Sergeants and corporals [are] the pillars of the army.
[The] dircct conirel and insttwction, which "whips an
army into shape,” falls to the lot of the nopcommissicned
officers. They do the real work, and to them shoold fall a
latper measure of public recognition, Don't forpet the
man with the chevrons when the suceess of the arnoy
enlists your admiration. -MAJ George F. Arps, "Seience
as Applied to the Seclection of Monecommissioned
Officers.” Infantry Jouwrnal, JTan 1919, pp. 574-575

The aon-commissioned officer...a cool, resolute man, -
CCOL (.T3) John Sontap, Hints for Non-Cammissioned
Officers on Aetual Service, 1304, p. 64

More than any other group, NCOs *made me", and 'Ll
pever forget thal, -LTG Faul B, Funk, letter 8 Sep 1957

Officers [should] cherish Serjeants more than many of

them do. -Military Essayes of the Ancieni Grecien,
Ramens, md Modern Art of War, 167], p. 220

NC(: make us all better officers. -LTC Temy L. Scott, in
"Sarge.” Air Defense Artiflery, Jul-Aug 1989, p. 17
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The Officer/NCO Team_

OfficeryNCO Teamwork

Ome lesson s clear. Baitleficld necessity is pragmatic.
What works is retained. What Rils i3 rgjected, One
lesson from our founding that has stood the test of time
is the complementing telations and mutual respect
betwean the American noncommissioned officet and the
commissioned officer. It comtinees today, -FM 22-600-
20, The Dukies, Responsibiliies and Anfority of
NCO, 1977, p. 12

Officers and setgeonts depend on one another, They
work together to accomplish the mission of the v It is
impossible for an officet to command an cfbctive unit
and accomplish the mission if the NCO doeso't insure
the troops kmow their jobs. Officers and NCOs srst
odvise, assist, and learm from one another, -FM 22-
B00-20, The drmy Nencommissioned Cfficer Guide,
1930, p. 435, signed by GEN Edward C. Meyer

When I took command of my first battery as a lisutenant
in Korca, my first sergeant was about the same age 1
was, The difference? He had = soldfer's experience,
know the troops, and spent his time making sure we
spported the puns. He taught me what an officer
necded to know and was supposed to <o, And, nothing
changes. As Commandant of the School and CG of Fort
Sill, my command scrpeant major was that same
noncommissioned officer, only now it was "Command
Sergesnt Major" Ardoin, and he continued to advise me
on what my role ought to be, The point is, nefther the
tank nor the experience of the officer will ever supplant
the migue role of the noncommissioned officer, -OEN
Jack ®. Meritt, *When I Took Commend.." Field
Artitlery, faupg 1989, p. 23

Officer-NCO teamwark has always been the core of
military leadership in oor Army. The demanding
tesponsibilitics of training, maintzining, and fightlng &
military unit excesd the grasp of one individual, The
officer and NCO maist shave that responsibility.... The
possibilities of the information age only increase the
importance of the officer-NCO leader team. The
siranger the bond betwezn officer and NCO, the groater
the capacity to rapidly implement the commander's
tactical decisions, -MG Joho AL Dubia and C3M James
C. MeEinney, "The Officer-NCO Team: The Touchstone
of Army Leaderalup for the 2lat Century Fleld
Artiftery, Jun 1994, p.

The success of the US. Army is directly related to the
quality of the professional relationships belwecn its
officers and noncommissioned officers, MG Julins
Parker, "Vantage Point." Mifitary Mntelligence, Jul-Sep
1989, p 2
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Between alicers of all ranks and  senior

" noncommmissioned officers, the close bond between them

so necessary fo discipline and peak efficiency is
poverned by cstablished military courtesy and based on
mutual tespect. T especially treasured this aspect of my
military service. MG A. 8. Newman, "If the Backhone
Aches, Den't Ignore It" ARAMY, Mov 1563, p, 78

You tust someons when yon fiel that they are
supportive of you- they keop their ward, ihey care aboot
you, understand you, and wanit to help you. It takes ime
to boild st People de not trust each other untl they
have had tme to get to know cach other's motives,
values, chatacter, knowledge, and gkills. Building trust
between poople is 2 slow and delicate process. If the
bord «f trust 1% injured, the wound most be quickly
Identificd and ireated by bolh peopls, The cure is for
hoth poople to communicate opendy about the canse and
cure of the fnjury. If this is not done, the bond of 1nist
may become irreparably severed, -FM 22-100, Adilitary
Leadership, 1983, pp. 153-154, signed by GIIN Jobn A,
Wickham

You must tell your commander the trath: the pood, the
bad, and the vgly. The good NOO wha is listened to will
always level with the commander, and then it is up to
the commander to take head or pnore It, remembeting
that he/she has to livo with the outcome, There is a lot of
material on what should be done refetence leadecship,
buet it takes intestinal fortitude 10 do what is right, -
ShdA Glen E. Morrell, letter 26 Aug 1997

Officers must vadersiand that NCOs nmst wark within
the framework zot By the officer, and get the job done.
Whatzver those parameters are, whether that Framework
is good or bad, the NCO is going to work to get the job
done despite all obstacles. Those obstacles can inclinde
inadequate resources, lack of time, poor leadership- amy
or all of the things that cause problems in exemition. By
koeping in mind the effect of guidance on NCOs,
officers can increase tnission accomplishiment and
success. -CBM Hmmie W, Spencer, letter 1 Sep 1997

If you want to knew how effective vour officer/NCO
team is, listen to how your commander or CSM
introduces you I be 2ays, "This is my CSh " yon know
you hevve a strong team. But IF ke says, "This is the 1015t
Airborne Division's CSM," you know you're not in the
same rucksack as your commander, and you need to
wotk on vour offices/™CO team. -ShA Julius A, Gates,
cotversation B Sep 1997

That unbrealable bond that  develops  betwesn
soldiers...is at the very heart of onr profession, -GEN
Carl E. Voone, Collerted Works, 1921, p. 381




The Officer/NCO Team

Officers and NCOs Learning from Each Other

We must coach and mentor cur young officers and

NCOs and spend time with subordinates, 1alidng with
them face-to-face about their performance. Everyone
wants feedback, Wo need to tell soldiers when they
make mistakes and then coach them to mecced.
Nothing is more important than taking the time to
mentor subordinates, General William Cresch, a proat
Air Force inpovator and Jcader, said it best, "The first
ity of any leader s to create more leaders.” -GEN
Dennis J. Reimer, "Leadership for the 2ist Century.”
Aititary Review, Jan-Feb 1996, p. 8

The word "mentor" comes from the name of an ancient
Greek teacher who was responsible for hiz student's
moral, physical, and mental development, In: the same
context, I think that mentoring is relevant today since
there i§ a need for us to share our Imowledps,
experience, and wvalues with the jess experienced
mentbers of our profession. Wt owe it to owr
suberdinates and the Avmy to invest our time for their
persopal growth and professional developmont,

Each of us can be a montor, whether NCO, officer, or
civilian. We all have expericnce to give if we have the
heart, the spirit, and the caring attitude to share these
exporiences and the lessons we derive from thom
Mentoring is simply giving of your knowledge to other
peaple. A platoon sorgeant can he a moentor by taking
time to share his experience with a young squad leader
in order to help him or her become a bettey NCO. A
senior MO0 can help 4 young Lizutenani with a field
problem or give advice about how to deal with soldier
problems and hosw o care for soldicrs. It works at the
higher ranls, too....

The Army has no formal program or checklist for
mentoring, To be an cffective mentor, you need the
experience and wisdom of your years, and one vital
quality- you have to care. If you reaily care about your
profegsion and soldiers, then you- as 2 leader- will
devate the dme and attention to those soldiers, We can
afford the time to do this in peacetime.... The payoff is
increasad combat rendiness.. .

Menioring is a key way in which we exerciso
leadership and strengthen Army wvaloes. Giving of
cursclves try sharing our knowledge and experience is
fle mast important legacy we can leave to those who
follow. That's making history in our owvn tme and
demonstrating that "Leadership Makes The Difference.”
“GEN John A, Wickham, "Leadership." Sofdiers, Jan
1986, p. 2

LTG Clavdia Kennedy. semembers mentoting by
senlor WCOs, stafl serpeants, and sergeants who always
demanded bettor  pedormance  and  emphagized
ieamwork, -"A Rising Star." Sofdiers, Jul 1957, p. 26
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Dfficars nocd to exercise congiderable bumility and
pnderstand that the NCOs they're paired with have a
wealth of experience. They shanld be willing to draw
from that, The afficer has to be a recaptive fellow in the
process, -LTC Paul D, Eaton, in “Walking sad Talking
the Talk." MO Jewrnal, Winter 1983, p. 12

Interplay is a nzcessary process by which the doer and
the first-line supervisor insurc that tasks are belng
accomplished properly. This involves communication,
coordination,  tesching, advising, Dhelping, and
supervising, We might visualize that when we don't
know how fo do a task, we move inta the sphere of
another person, wsually the fivst-line swpervisor, for
assistance, Responsibility for insvring that interplay
takes place lics with both the subordinate and the senior,
and 13 a two-way strect,,, Real world examples that sre
encountered yoarly are newly commissioned officers
reporting 0 their ficsl platcon. They have received
formal training bur have little experience in the tasks
they must perform, In kesping with the principle that
they may oot relinquish their tacks, the queston is,
"How do they learn thetr job?" In this case, two things
miust 1ake place, One, the platoon sergeant must move
into the platoon leader's sphere and assist by leaching
and advising. The new platcon ieader has an equal
responsibility to go o cither the plateon sergeant or
cammander for assistance anvd (eaching in order to leam
how to properly accomplish the task belonging in
histher sphere.... We have heard it said that the “scnior
NCO st train the fusior officer”; however, teaching
and advising between afflcers and NCOs af Gl ranls s
desirable, proper, and epcowraged. In addition, this
principle applies between two offtcers or two NCOs.,.

Interplay is dependant upon the establishment and
mainenance of rapport between individuals. It is an
exercise in mminal tost, sespect, and communication
that must ocour between leaders at all organizational
levels, -FM 22-800-20, Tae Dutles, Respopsibilities
and Autharity of NCO's, 1977, pp. 43, 44

Somebody in your carcer helped develap [t personal
and professional attributes] long before the term
"mentor® was popular. Somebody down thers, a
scrgeant or an officer or a battalion and brigade
commander, coached yon and taught you and inspired
you 1o develop into the kdnd of officer that we sefected o
command out soldicrs today.... There really is no greater
senze of solf satisfaction...than to take a young serpeant
or & young lieutenant er captain and watch him or her
prow.... [ believe it is the greatest long-term logacy that
vou will leave the Army..., Throughout the apes, the
mst oeichrated feaders in the profession of arms began
their rise with the simple words, "Scrgeant, show me
how," ~GEM Carl E. Vuono, Collecred Warks, 1991,
pp. 436, 262 Rtk
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