- NCO Joarnal

Fall 1991 A Quarterly Forum for Professional Development

\

Leadership |



©
c
A
~J
o
—
o
L/
e




What canthe NCO Joumal offer on the aubject of leadership
that you haven't already learned in manuals, elassrooms and
through expetienee?

Perapective,

After all, each person's perspectlve of leadership is what
makes the art of leading both elusive and tangible. No lsader
has “seenitall,” or “doneitall,” What wa learn about leaderchip
is o combination of what we've been exposed to and what we
choose to accept or reject.

The content of this issue isn’t packaged like a field manual
or regulation. This isn‘t all-encompassing or “the final word.”
Rather, it's a sampling of perspective.

In keeping perspective, it helps to recall the historical role of
our corps and how it came to assume leadership responsibility.
This process began by identifying talented and brave soldiers
who were invaluable for training and mspirng other soldiers,
It evelved ae these special soldiers were given prealer respon-
gibility for teams and other elenments of annies, Eguipuent amd
other agpecis of combal power increasingly became the respon-
gibilily of e NOO Corps.

Leadership, A Matter of Perspective

Despite all that MCOs do today, cur responsibililes and
dernonds on our leadership are growlng os rapldly and as
extensively os in any tme in the Ammy’s history,

Mot all modem armles explelt thelr NCO eorps as dees the
U.5, Army. Our MCO Cormps is challenged to providethe kind
of leadership that has made thie word synonymous with the
military profession, It is a profession that includes the awe-
some responeibility of preparing cur followers — and our-
selves — 1o undergo extremea hardships and o face death as a
consequence of our convietions,

How do we pain and keep followers? How do we beller
lead?

Each leader has a personal perepective, It is inlluenced —
positively or negalively — by role models like parenis,
teachers, coaclies, other NCOs and olTices. [1's in[luenced by
learning [rom books and lom "the school of had knocks ™

This msue delivers some “hard kopocks,” some “book an-
swers"” and some role iodels, 1 delivers perspective,

Pick aid choose, Olean ideas. Put your leadership role inbo
petspeclive,
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Top Officer

Over lhe past (wo years, our Any, in concert with our sister services
and our allies, has brought out nation three great vietaries. Firat, the Cold
War ended with the fall of the Berlin Wall in November 1989 und (he
break-up of the Wansaw Pact in July 1991, Then the Army moved out
on short notice in December 1989 to Panama, whete wa brake the grip
of a lnwless dictarorship. Finally, just one year ago, we deployed to the
Persian Gull, lirst (o deter further aggression and then to eject the Iragi
army from Kuwait.

In each of these ecases, America's Anny was trained and ready (o
respond (o (he uation’s gall, The result was victory, We have demon-
strated a qualitative edge — a warfighting advanmage - over our
apponents that marks us s the best Army in the world, This edge is the
combined elfect of quality people, trained to a razor's edge, outfitted
with medeth equipment, led by tough, competent leaders, organized
with the praper mix of forees, ond employed according to up-to-tate
doctrine, Our challenge is winaintain this warfighting edge because that
is what leads to decisive victory. This is my charge to you as Nencom-
missloned Officera

I would like (o share a lew thoughts on leadesship - on how to
maintain the edge. First, when in charge, talke charge. Tenders moke
things happen — on time, sccording to standurd, with conlidence, When
vou encounter a situation in which standards are not being met, stop —
assess the situation — choose the bear conrae of acrfon - and aet. This
ia the most fundomental tnsk of a leader. Be o leader of action, Know
whei il is Lime o grab your rucksack and say "move out!”

Second, develop vour team, This means knowing your team members,
tecognizing their strenprha and wenknesses, and mking care of them and
their families. Teams are the essence of (ke Anny and leaders are the key
(o fenns,

Finally, as Army leaders we are expeeted to generate enthusingm about
our profession. We have great soldiers who want (o achieve, Our job is
(o create an environment, an atmosphere, where they can taste success.
We do this by being excited about what we da — hy bringing energy 1o
emir teanma. The best leader ia first a soldier who likes to soldier, and who
then imparts his or her knowledge and love of ﬂ;lldlcrmgtuhm subordi-
nates in an enthusiastic way,

Az we face the challenges of the future, we must all remember that, as
Anmy leaders, we live a special responsibility to our subordinates, We
must ensure they rewain trained and ready, The nation will eall for va
again and, when she does, she will expeet us o deliver victory,

Gordan R, Sullivan
Getieral, LIS Army
Chmf of Smff’
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B News and Issues

NCOES Comhbat Skills

Cemntnen leader combat gkills (CLCS)
will he added te NCOES courses begin
ning Mar. 1.

The training will include skills that
M Os need ta lead small undts in indepen
dent actiona and will be geared toward
combat support and combat service sup-
pott snldicts.

Mational Training Center resulls show
that NCOsinnon combat amms jobs do not
have survivability skills, eaid CPT Tudd
Brown, a Training and Doctrine Com-
mand official,

The CLCE imining will include 13
tasks, including conlinuous vperations,
reacting 1o ambush, NBC operations, di-
recting fire and maneuver procedures,
Brown said.

Training the CLCS will add about five
days to the average NCOES couse and
will ba tavglt in classooms and tield
exarcises,

TRADOC News Service
Fout Monrme, Wa

Soldicrs” Home

The 115 Saldiers’ and Adrmen’s Home
in Wazh, T).C, with 2,000 enlisted retirees
anddizabled veterans, beeomesthe Armed
Larees Retitement Hame and undergoes
several palicy changes in Movember,

Congressmandated that management of
ihe home merge with that of the Naval
Home in Gulfpant, Misa, and be placed
nnder DO supervision.

Currently, residents pay 25 percent of
their retirement pay of YA compenzsation.
In Movember, that will inercase ta 25 per
centof all federal ineame, including Social
Security. Uther changes recquited by law
that fake etfect in Novembet:

=  Retirees must be al least 60 o enler
the home, (Previously, there were
o ape restrivtions,)

*  Female veterans who were volun-
teera before 1948 will now be eli-
gible for residenay.

o Welerans who are unable to earn a
livelihood due to service conneched
disabilities can be residents.

s Veterans with non-service con-
iected chisahilities, whao cannat cam
a liveliheowd, are eligible for resi-
dency if they served in a war theater,
(Previcaisly, more liberal rulea re
duited anly that they served during
wartine.)

Kerel U hikdress
Saldiers” and Adrmen’s Home
Public AlTairs

New OCAR CSM

CSM CollinL, Younger assumed duties
in September as command sergeant major
inthe Dittice of the Chief af Artny Reserve
in Wash,, DL Yenmger will alzo wear the
hat as cominand sergeant major of the
newly formed Army Resetve Commandat
Feout McPherson, Ua,

He previcnisly served as the 80th Dhivi
sion {'raining) eormmatd sergeant major
in Virginia The 31 -year Army veleran isa
native of Aden, MO

Younger was acheduled to retire from
his jol as ecmmander of the Washington
Metrnpalitan Police Marcotics Branch in
arder to assume his sctive duty appolm
ment

M5 Joe [ovinlo
foth Div. Public Affairs

Official Photos

Official photographs should suon ven-
vent [rom black and white w color.

DA officials were prepating al press
time to announce (he change, However,
officials stressed that the change may be
delayed by fiscal constraints,

In case of delays, they nonetheless
expected full length, official phuto-
graphato convert tocolor during (he neat
three menths.

When the change is official, they said,
an announcement will also clarily who
must or can replace black and white
photographsand other details of the new
peliey.

Post photo labs should also get the go-
ahead ro make the coler photographs as
soon a3 the “all clear™ is sounded by DA,
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FY 92 LSASMA Courses

Sergeants Major Course
(1-250-€5)

Class #39
Repunits 2 Jam - 31 Jan W2
Starte 3 Feb 02 (Opening cereumony 7
Feb w2y
Gradusses i July 92
Class #40
Rejeuls 13 Jul =22 Jul 92
Starts 27 Jul 92 (Opening vermnony
11 Jul #2)
Giradustes 13 Jan 93
corresponding studies
(§MC) (1-250-C5-|ACCP))
Class of Junuary 92
Heports 1617 Jan 92
Sharts 3 Tan 9 {(Ipening ceremony
1% Tan 92
v A Jamaary 1992 18 a heliday
Graduatez 3 Jan 92
Class of July 92
Rt'l_!.u:l.s G Tul 92
Elarts L3 Jul 92 (Opening ceremony
11 Tl 92}
Cmduntes 24 Tul 93
First Serqeant Course (#511-5QIM)
CLASS#  STARTDATE GRAD DATE
1 =492 M (ke 41 29 Mav Yl
Q2 -92 i Jam 92 07 Fel 92
(Fr-92 14 Feb 92 20 Mar 72
3 - 92 30 Mar 892 01 May 97
(5 =42 11 May 92 12 Jun 92
06 -63 13 Jul 92 14 Agg 92
ur-492 24 Ang 92 25 Sep 92
08 - 62 28 Sep 92 W (ker 497

Battle stalf Course (#000ASI-25+(P|
CLASS STAHTUDAIE GHADDATE

0] &2 B Ot 91 10 Dhee 4]
7 - o3 (M lan 492 14 Feb 92
03-02 3 Feb 92 03 Apr @2
M- 92 13 Ape 92 22 Moy 92
05 - 62 01 Jun 83 we o a7
[H - L 20 Jul wd 0 28 Aug 92
07-92 07 Sep 02 16 Out 92
CiM Course (#531-Fll

CLASS# SIANTDATE GHADDATE

(1] 21 0o =1 15 gt 91
e -a2 18 Hov 91 27 Mow 91
03 o 06 Jan 02 10 Jan B2
4 -2 M Ieh 92 W Febh 492

05 92 23 Mar 92 27 Mar 82
% - 97 M Apr W2 4 Apr W
07-92 1% May 02 22 Muy 92

{8 - g2t 29 Jun We 3 Jul 92
0o ok 47 Jul @2 3 Tul 92

1M-92 M Aug U2 26 Aug 92
11-92 21 Sep 92 25 Sep 02
ICL #38 only
1CL #30 anly




An Interview with

SMA Richard A. Kidd

‘o0 s everyvone has
stated, NCOES is
wurking. One ol our
biggest snecesses in
Just Cause and Desert
Storm has heen the
leadership of our
Noncammissioned
OfTicer Corps ...’

NCOJOURNAL: Whai has teday's NCO
leader ol (o monvaie his soldives in the
post-Cold War ere where "Tvan " and pro-
fonged, high-interpaity conflicls ore less
ihregtering ?

SMA: L don’t think that he ever really
necded Tvan b motivale him ' he resulls of
Desert Stonm proved that our soldiers wiers
prepared to do their jobs and respond toany
threat — ancd win Dlesert Stom ibse lf was a
mclivatar in that now soldiers see that they
miist be able to g0 anywhere, anytime, 1o
fight any fowr ane win. O new Ay will
have to be mare deployabile, more varsatike

and more 1o

thal,  And

1 having wit
nesaed

: how erl
ges like

Dot Slorm can coe up s enough moli-
vabion o keep soldiens bnining Tarder, amd
o keep NCOs motivated (o ensure thal
ey "re draiied,

NCOOLTCHIERNAL: You nignfioned Desert
Ko H“ﬁn:.rrr.-ngrhmm".mni'nf.uﬂ1.-.'|'rf
irdentified carcerting NCO leadesship,

EMAL All of the facts and figures are not in
yer. Indieations from Diesert Storm are that,
if there were any wealmesaes, they were
wiorkedthrough. Certainly, there were mony
strenpths, A we review the ofier action
repana, maybe we will identdfy some weak
nesses. But 1 belleve that the suecess of
Desert Stomn indieates that the strengths
certainly far out-waigh any weaknesses we
may have, Somea of the bestindicators of the
strenpths were commenis by youngsoldiers
that all of us saw in the pews, When (hey
were asked i they lelt prepared, lreguently
they saidy “Yes, because my sergeant’s
trained e, My serpean saye we're ready.”
So thet shows greal confidence o e non-
connissioned of e,

NUO JOURNAL: What are the mujor
challenges 1o the NCO Corps during the

drawdonn, we far as relaining
onlv the besr soldiars, assuming
grearar responmibllinies, bacoming
mare invoived in planning, er cerera,

i BT Ve T Y
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SMA; One is keeping soldiens infored of
the butlddown and how we're going to do l.
Cne of the challenges NCOs huve always
had is 1o ensure their soldiers are aware of
what it Likes o be cormpetitive and (o be able
fo renuin in the sevvice. OF course, that will
biecome even mone critical pow <= the chal-
Teengaee b ks sure wee confinue to select the
vight people for promotion, select the right
people for school, the rght people for reten-
i, Other (han the builddown, the chal-
lenges me the same, except a little. oore
intense and more demanding because we'ne
required to maintain onr full fighting capa-
bilities thronghont the process,

NCO JOURNAL: There are several ini-
natives inder consideration 1o save money
by reducing the lengths of TDY and reslden
courses by making some portions of NCOES
correspondence rather than classroom in-
striection. I this Is done. will Ir dilwie the
quality af NCOES?

SMA: My hope is, that if it is being consid-
ered as a cost-gaving messure, that il be
evaluated very closely, GEN Sullivan has
pledged his full support of the Moneonumis-
eioned Officer Education Svetem. The rea-
gon {5 that. ae evervone hae sated, NCOES
is working, One of our big successes in Just
Cause and Degert Storm has been the leader-
ghip of our Moncommissionad Officer
Corpa, So, NCOES is working. I just hope
that they lock very carefully if they consider
changing how resident courses are con-

ducted. Resident courses, particularly the

leadership courses, offer as much value from
the Interchange and the shared ex

from fellow sudents ag they gat m
progmme of instruction, We don't wanl to
loge that, Pechaps there are portions of other
courses that can be taught differendy. We
will have 1o look al everything in evalwating
how we're poing (0 continue (o stay as well
trained with fewer resources.

NCO JOURNMAL: You've credited
NCOES for {ts suvcess In improving NCO

Ima'arm'ltp How isthe NCO Corps doing in
e v .dau-mm{mg{m
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tecdlership responsibalifies?

SMA; The Aoy, in just about any way yon
wishtoevahule it is better. Satety has gotten
better. Incidents of misconduct are down.
Performanes and the quiality of soldiets e

o oop | think it goes without saying that the

noncommissianed officers are doing a good
Job day-ta-day, Does thatmean that we don't
hawe same waork fodo’ Not hardly. We still
have violations of standards, discipline
prodilems, and not daing as well as we'd like
in same. areas of training, There are snill
things we need to werk on. But, eerainly,
they 're daing a better job and are canstantly
impraving in day-1o-dny activitiea. And,
again, Desert Storm verified thelr perfor
marice In a combat slituation,

NCOJOURNAL: NCOs have been anght
to ger personally involved with iheir sol-
dlers iralning and 1o nov “throw the book *
@ soldiers and expect thew e loach them-
selves, Doesn't the Self Development Test
ke the NCO owi of that hands-on training
rele? Is this a change o whar NCQOs huve
been wught in the pasn ?

SMA; Sell developmenl is just one pepect ol
A woldier"s development, The Skill Qualili-
calion Test s wsed o primacily tesd e
emphisize skills inasoldier’s specilic MOS,
Mo, with the Sell Development Test, we'ne
largeting the MCO g concentrate on irsining
and leadership ekills and evaluating (lelr
krowledge across the spectrum of their
MOS, We've made good e of the SOT,
The SDT will encourage our soldiers lo do
more on their own, A successful eoldier in
the fuiure will imstinelively seak methods of
sell-improvement amd developent.

NOU JOUBRNAL, What are the critieal
isspey et today’s NCOs sirould know
abour, ond whot Gaves shoild they siress 1o
thelr sulnardingtes”

SMA: Well, L think we've already talked
about a number of those, T would say that

lenday's WCO Corps peeds (o slay awire -
from a political standpoint = o what's

R AR RS RS e ke alise

the Ay, They don’t need to get so ins
volved or concemed with issues that they
draw then away from dodng their specihc
jobs, The chief ok stabt suggests that NOOk
neen] bo Mstay i their lanes,” Bk they need
to be aware of what's gaimg on in the
Armny. They neerd to poass that information
e thedr soldiers. Neaw, what is eveh mare
inpatant is that they slay aware of
changes in the builddown, changes in
MOOIES, ST, and changes taking place
in the Army that specifically affeer theam,
their soldiers and their families. Which
brings me to an area T'feel strongly about,
and that's counseling. 1 personally think
we have improved 1 counseling, but we
are still notusing counseling as effectively
asltshouldbe used, Onee ftisused the way
it ls meant 10 be, and the way we traln it in
lendershilp courses, soldiers will know
what thelr Jobe are, what's expected of
them, how well they're doing It, and just
whera they stand In comparison with the
rest of the Army and their peers. Ul
mately, counseling offers soldiers a view
1o the future and thelr chanee for a success-
ful Amy career,

NCO JOURNAL: Are we doing enongh
o develop NCO eaders in vombai service
support jobs, those In garrison assign-
mears, and others not in radidonal com-
bar arms Hine wnies?

SMA: Yes. Our leadership system is de-
veloped to tradn all leaders, regardless of
whether they're combal arms, combat
support o combpl sepvice support, Again,
referring back fo Desert Stonm, not only
did we do well {actically, but we did well
lagistically, we did well administratively

There were elemenls, even prior o the
kick-off of the "hundeed hour war,"" that
were combat supipart and eombiat service
support that were very siceeasful.

NCOJTOURNAL: Army Times has pub-
Nishedd stoiies and e tters abiong NOOs wha
are being OMPed And we 're fald that
LM anfl play a greater rofe in redic fng

the ranks reflecta




Interview wich sma xidd

[l 5o

eant of the Year ssG Mark A, Cifton
' feadership someore wha likes being & soldier and believes in what he is doing.

5 one example of the best in Army

shortcoming because NCOs fatled 10
divelop saldlers whe are QMPed or
because NCOs falled 1o "weed owr”
marginal and non performing soldiers

carller?
SMA; OMP iz not going to be the pri-
mary tool used to reduce the force in the
Army. QMP ls an on going program,
o that will eantinue even beyond the
bunlddown of the Army. It is a program
that iscesignedtn identify those soldicrs
who have a trend of apathy and miscon-
duct, where their end of perdonmance
& Lelow thal of Dheir prers and below
fhat of whal the Ariy wints lo jetain.

And, therelore, we identily those people

andl remove theimn from the service. Mow,
cho 1 hink that it's a Failure an the part of
pur leadership? o, Yoy just can’t make
everybody inlo a good soldie. You can
give them the toole, you can trin tem,
you can glve them guidanee and so forth,
Pur, the Bortam line (8 thae they have 1o
accept i, they have ta apply it, and they
have to be the executors of their owt
miotivation ad wee of their own potepfial.
Sp, there's enly so mpeh you can do, Ay
far as not identifying soldiers, there ane
times when it prabahly appears that way.
Chir leadership — most NCOs and offie-

ers — really want to save every saldier —
CthatTs their hope, So, They Ty 1o give them

 Himije b maintain that fighting edge.

eviry apportunity. The DMP boardaces
the tend; than we have 1o eliminate
them. 5o, no, Tdon tsee itasn leadership
failure.

NCO JOURNAL: Whar are the im-
partan leadership principles or lessons
youve loarned thar did not come from
an FM or classrovm?

SMA: Mot oo ey, As T ook at oup
leadership munuals, mehof iy leader-
ghip style came Lo hose Beld mana-
als mied Copoal fpstruction. I Fesl that to
be a pood leader, you must believe in
et vou re doing, you must like being
agoldier, like being around sol diers, ke
training, soldiers and hike leading sol-
diers, Youn have to like fowin, And you
have to care aboart saldizrs and their
Families, You have ta care, bl yodi alzo
have to listen. After all, soldiers ars the
cines wha ulbimalely carry the load.

NCO JOURNATL: What's your Na. ]
priarity in the NCO leadership arena?

SMA: To make sure we select the best
to be our leaders. That we train them as
best we can, which again comes back o
our greal Noneommissioned Officer
Education System. There are o number
of thinga that fall {nte that. To capstillze
that, T would gay o seleet the best, 1o
train them the very best we can, and 1o
work harder atretaining the very best. If
[ go beyond that, I'd get into a lang list.

NCO JOUBRNAL: Iy there anyihing
vou 'd (ke o el regur ding leadfership?

SMA: T always wind up adding stan-
dards. I think ir's ae key 1o leadership.
We have good schonls 10 train stan-
dards. My predecessar, SMA Hill
Cintes, once gaid that we are very forhi-
nate ) fowday '8 Aty hecanse we have s
standard for everything. And that's true.
Dur only real test — challenge — 1810
ensure that we tcainthe soldiers to attain,
and sustain, and maintain all of thoee
staidards, 1f we do that, we will con-

THE SES [OIRMAL £ FALL 1941



NCOES and Leader
Development

By SGM David B. Ranck

The Army’s gonl is to develop
MCOs whe are trained to possess the
skills, knowledge and atitudes
necessary forassuming leadership
responsibilities at the next higher
rank. The Noncommissioned
Officer Education System is the
foundation for that training. J‘

In additen to institutional
schooling through NCOES,

leader development includes expe- \‘x"?

rience pained from operational as-
sipnments and whal NCOs lewn luouglh
sel(=development, These tuee pillas of
leader development must be syncloo-
pized, progressive and sequential ifNCOs
are o continue polishing their skills,
koo ledye and attilodes.

NCOES is deeply embedded in the first
pillar, By not compleling an appropriale
— primary, busic, advanced, ele, —
course, you could [nd yoursell meligible
for promotion and assignent lo posilions
with grester leadership respousibilities.

Each level of NCOES paallels the
skills, knowledge and attitudes thal pre-
pare NCOs b progress, PLDC pives oor-
purals and specialists e skills (o be lean
orsyuad leaders. BMCOC trains serpgeanls
o lechuical and tactical tasks related to
(heir MOS. ANCOC Lains stall sergeants
on leader and MOS8 specilic tasks needed
te lead a platoon, The institutional tmining
culminates with the Sergeants Major
Course and prepares master sergeants (o
perform sergeant major dulies.

Complementing NCOES are functional
courses. These are the Battle Stff Course,
the First Sergeant Course and the CSM-
Designee Course,
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The second pillar of leader devel-
eptnent isnpetaticnal assipnments. Thisis
the. hands-on phase of merging instin-
tienal training with appropriate joh place-
tent, allowing an NOOmwapply knowlege
atil ta polish skills in the real world. A
it s NCO Development Trogram is alao
part of this pillar; i should be linked to
MU skall levels and duky assignments.

Self-development, the third pallar, fo-
cnses o discipline, motivation and initia-
tive that NOOs musthave to improve their
brcad knewledge of their johs, reading and
comprehension skills, and ather profes-
giahal traits.

The Army's basic and advanced skilla
education programs and college conrses
atl exams are examples of self-develap-
ment, Sinee all NCOES courses are ac-
credited for varous callege credit, they
give NCOs a headstart at earning associate
and bachelor degrees.

Professional reading is another wnpor-
Lant aspect ol sell-development. Winclodes
mnlibary history, leadership, regulations,
mmaunls and other references that teacly,

B gan B
oo ‘Ffl-._t_'-___

SELF DEVELLPWINT

reinfaree and stmulate developrent.

The new MCO Self-Development Test
i3 alaa part of this third pillar. Unlike the
teat it replaces, SDT will inelude leader
ship and training management subjects,

Artny Correspondenee Couraeaeanalao
aid your self-develapment af military sub-
jeets and technical MOS skilla. Your edu-
cabion conter ean as3ist you with enroll
maent in these no-eoat eouracs, many of
which might also he eredited toward col-
lege degroca.

Diing well in MCOES courses, striving
to learn from experienee through progres
sive aasignments and undertaking a disci
plined aclf-development program anc vital
te leadership growth. Tn tuem, they 'te the
“diseriminators” that get yon selected for
that next NUYOIEBS course, special assign-
ment and promotion. W
Hanck o ochief of e NOO Leadership
Faleeation, Traiiting and Develogitient

Eranch ar the Cenver for Army Leader-
ship, Forr Leavenwored, Kan,




Professional,
Lead Thyself

Lditor's note: The importance of professional leader development connot be
sepurated from self-development. Although similar advice comes from NCOs in
any command, this article addresses these issues among NCOs from the wo rid-
wide Information Systems Command, based at Fort Huachuea, Ariz

By MSG Nick Helner

For some, the bad news is that
tomorrow's Anny will not have roo for
goldiers who only meet the standard For
liose who enjoy soldieting and whe are
motivated to do their best, Army Teader-
ship has provided a readmap to retention
and proanodion.

“Weve going to be a amaller, more
educated, mare knowledgeable Artmy,”
said SCM CGierald White, “The Self De
velopment Teat atreascathe importance of
self-development. The words tell us the
tneaning and intent.”

"[y 1994, the impact of the SDT will
eover schools . . . asslgnments, promo-
tiona and even retentlon,” White said,

The SIIT is just ane of the many signs
that the Army is secking to keep only the
moat self-motivated soldlers. Weight,
physieal fitness, diselpline and drug and
aleahal problema are beeoming more im-
poetant “diseriminarars™ of quality.

The: leader development program
hased on the pillara of schools, assign-
ments and aclf-development — focuses
on training and retaining the most quali-
fied saldiers. And the new definition of
“qualified” incliwdes “self-motivated.”

“Ihis means we have to get the dght
soldiers to the right place,” White insista,

DHher senior NCO| agree that more
soldiers are poing to have to be self
starters if they plan oh an Army career,

“Tdan’treally foresee any greatchange
far the leader,” aaid SGM Jose Reyes.
“He 1l atill be coaching the soldiar on hie
day-to-day job. (But) it's golng tobe up lo
the saldier to crack the books 7

"Ihe leader will atill be bringlng the
saldier en line with hia particular assizn
ment,” said SGM Freddic Reeves, "He'll

ghidethe saldiertodohlsjob. .. He'llstill
e ecmeerned with the unit METL (Mis-
sicn Fasential Task List).

“Tt all bails down to ene thing,” added
Recves. “We, os leaders, have to instill in
these young soldiers the competition they
faee.”

“The Army is fully engaging ils
downsizing effort,” said MSG Chel
Buford. “To do it. we must have guality
coldiers. We're buying wlti-million dol-
lar systems and you just can't take any-
body and tm him luose with those sys-
tems.”

Leaders will need w continue to help
poldiers develop, seconding fo SGM Wil-
lie Hannon:  “ln a given assigniment,
individuals tend to get channehzed into
one ares of leir MOS. The test — like the
MMOS and SOT lests — will make sure
thev are knowledgeable in the whole
spectrum of teir MOS. 1 guess the ane
thing necessary [ leaders istoensure that
the soldiers gel everything that is neces-

emerge. aa leaders, having the aptitude,
personality and skills to advance them-
sclves. We, as leaders, need lo stul
grooming them, We have (v tell soldiers
what they have to do (o gel aliead . ..
mentor them.”

“Thig is my personal view” While
addad, “and 1 hope all leaders would want
W

“Ensure il every soldier has the
proper malerials and means to compele
wilh his peers,

“Felain e most qualitied and deserv-
ing suldiers,

“Huve all soldiers seek aul their fullest
polential and apply themselves to that
end,”

The SDT is so impordant o S50
Charlie Fulford, in the 13°s affice that he
will include it in his seminars thraughout
the comimand.

“It we go back ta the hasiea of leader
ship,” Fulford said, "we, as leaders, must:

“Kneow. We must underatand the pro
gram . know the palicies and pass the
infrrmaation amn.

“Ia. We must make sure the marerials
are availahle and mativate soldlers to usa
them.

“Fe. We must be invelved... monitor
the progresa, even though it is a self-help
program.

“We need to encournge the soldiers . . .
we must let them know that we 're thera to
help. We must motivate the soldiers by
shawing them the advaniages of doing
well and the disadvantages of doing

ooty

‘... The Army is looking for the right soldier
. .. lell the Army that you are that soldier/’

m

sary to make them belter,”

“One positive aspect o the SDT,” said
SPC Raymond Ruwden, “is that it will
free NCOs 1w fucus on training mission
requiremeants . ., Thewlz of the leader wall
be (o demwistiate excellence identify in-
dividuals with high potential, and make
resources and puidance available to sol-
diers as thay grow.”

Early in a scldier’s career, he will learn
about wartime operations. “During this
time,” White said, “soime soldiers will

*Linally, fer the saldiers who are hay
ing prohlems, we need to counael them on
what their shartfalla are and what they can
da to improve.”

Dhservies White: “My questlon foreach
seldier ia: * Are you golng to control your
awn life?” The Army I looking for the
right soldier . . tell the Army you are that
salder” W

Hefoer, an nivhorne journalist for hearly

20 vears, 15 the ISC Public Affairsswper————

VBT,
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This Teacher’s in Charge

Story and photo by
858G William H. McMichael

“Men, what we 're going to do here is blow this T-72.  want to
use two shaped charges, and a crate of TNT.”

The statement had the ring of authority, of a leader who calls all
the shots. But after he spoke, SGT Randy Trombley, a squad
leader in 3rd Platoon, Company B, 19th Engineer Battalion, stood
back and watched. His men went to work, measuring and setting
the fuses.

The mission — enemy vehicle demolition in the Iraqi desert —
was an urgent one. The corps commander wanted the remaining
vehicles in the post-war theater disabled, and no one knew when
American forces

Al the next site, the explosion took place 40 seconds early. But
instead of chewing out the private who had set the charge, he used
the incident to offer encouragement.

“Listen,” he said in a calm voice, “You're a private. Youre not
supposed to have it down pat yet like an NCO, But you're doing
a greal job out here,

“Lknow what you did,” he continued. "The det cord you used
came from two different spools, and they bumed differently. You
have to work from the same spool. Why? If your chargesdon't go
off on time, you could kill a fellow soldier on the battlefield.
Remember that the next time. But you're doing a great job.”

It was a leadership style that seemed to hit the right buttons. To
keep the mission moving, Trombley chose to make the initial

would have to with-
draw. Speed was of the
essence — but so was
safety.

At the T-72 site, he
waltched one of hismen
prepare a fuse. When
the soldier had fin-
ished, Trombley
stepped over. “Let me
show you something,”
he said. “If you tie that
knot like that, this
charge won't blow like
it should.” A quick
demonstration rem-
edied the problem.

The fuses were set so
that all the explosives
would detonate simul-

decision on the charges
needed. But he also had
faith in the ability of his
men. If he saw a prob-
lem, a quick teaching
point solved it. He man-
aged to combine hands-
on training with a real-
world mission.

As a result, morale
was higher than one
would expect in a small
unit that relentlessly
criss-crossed the desert
gypsy-like in a monoto-
nous search for inert tar-
gets. Trombley was giv-
ing the men a lot of rope,
and they were enjoving

Trombley shows members of his squad the correct way to prepare a fuse. it.

*When I was a pri-

taneously in nine min-
utes. As they did at every demolition, the entire squad — now a
safe distance away — waited to view the explosion. The most
interested parties were Trombley and the soldier chosen to
calculate, measure and cut the proper amount of “det cord” so that
the explosion would take place in exactly nine minutes. If the
explosives went off more than two seconds before or after the
mark, the soldier owed Trombley 50 push-ups. If it was within
that four-second window, Trombley would drop to the sand to
knock out 50,

“Five, four, three, two, one, zero,” Trombley counted. Right on
time a plume of fire and smoke shot into the sky as the sound of
the blast rolled across the desert. The squad cheered. Trombley
shook his head in mock disgust. Wearing a helmet and flak jacket,
he lowered himself to the ground and paid off his debt.
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vate, 1 didn't like to be
micromanaged,” he said. “So I like to let my soldiers do what they
learned in basic training and AIT. Being a noncommissioned
officer, I like to just check their work, rather than micromanage
them. I want to see what they actually know, and challenge their
minds.”

“When I came out here, [ wasn't that confident,” said SPC
Ramon Saint-Hilaire. “Ididn ‘'t know what [ was doing. It took me
awhile.” He called the mission *“fun, and a chance to experiment.”

As the squad moved from site to site, Trombley left no doubt
who was running the show. But his soldiers were also being given
the opportunity to perform. As a result, they gained invaluable
experience and became better soldiers. W

McMichael, a former tanker, is a journalist assigned to SOL-
DIERS magazine.
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Authentic NCOs:

Honestl with themselves and their soldiers

By MAJ Fred B, Fugh and
S5GM Robert v, Thompson

From time to time the concepr of “atthen-
ticity™ emerges in any review of literatune,
especially since it was first nsed hy Andrew
Halpinin 196 Authetitic or gentine behay-
iof is closely associated with an apen-cli
matearganization. Than apen-climate orga
mrzation, a leader’s behavior ia purposeful
and real, while, aa Halpin suggests, in o
closed-climate erganization behavlot tends
tnbe determined by role and appears almost
ritialistic.

Rescarch indieares leader authendeity in-
volves three aspects of behavior

¢ Acccpting responslbllicy forone’s ae-

tiona, outeomas and mistakes.

+ Being non manipulative of subordi-

nates,

» Demonstrating an expression of sell

over role,

Military and civilian research indicates
that supervisors repont greater satisfaction
from their work when they are able to help
their subordinates selve problems encoun-
tered in the work environment. Unfortu
nately, for whatever reason  inspection,
training, details, ete.  they don't often
experienee the real lift that comes from
helping their subordinates, The conditions
that hamper NCOs in thelr work make it all
the. more imperadve that you, the NCO,
improve the qualiry of interaction with your
aaldicrs.

For some time the practice of superviion
has focused onways of observing, reporting
and interpreting behavior of subordinates.
This analytieal appraach to supervision rep
resenks enly half the reality of being o super
visar The whole ineludes the intemal world
— the feeling as well aathe facts -~ of those

¥OUl BLWTYISE,

Ry now, most of 18 have experienced an
Army leadership course orrwe and probably
atextbook ora civilian ecurse on leadership,
We'velearned techniques and, while useful,
these acquired skills overlook an important
dimension of the NCO subordinate rela-
tionship: namely, the feelings you experi-
ence asan NCO, This isthe key to authentic-
ity.

It hias baen our good fortune (o receive an
education in the application ol beluaviowal
principles to organi zations, We've seen in-

There are no hard
and fast rules

doverning exchanges
between the NCO and the

subordinate,

The important thing to
realize is that they will be
more effective
if they are aulhentic.
T s S35 S s

provements in the qualily of pesonal and
arganizational relationships, How? By Le-
ing more authentic — and this s sccom-
plished by becoming more aware ol awd
TEERONEIvE (0 yuur uwn needs,

By need we mean your ability o interact
with your envirommenl. Yow internal
mechanisn lets you know what you need at
a piven moment, Al times you will have to
manipulite e environment fo get what you
need, Bul sometimes things don®t go too
well, Yowaren'lable losatisty yourneeds. A
majorcontributer o this is the “shoulds™ that
pull you here and there. There aren’tenough
hours or dave to do evervthing. II you are

normal, vou de one thing and leel puilly

becausa you didnt de anuller. We Lalieve

the cuccassful NCO is an aulhentic NCO
who does not adopl a purlicular style o
patiern of belaviur,

Se how do you acguice aulhenticity?

Authenticipterctionbetween two people
16 characterized by a guality called contact.
For vontact to oocur, each individual minst
exlablishand maintaincontact with hisor her
pemsonal feelings, needs and wants, and be
willing lo make these known. When contact
exists, you'll know if right away. There will
Le liveliness, excitement, and presentness.
Lack of contact 15 evident when the tapie of
conversation 18 ather penple or past and
tubure events,

MNCOs are aware that others dem’t wel-
come direct erticist of their duty perfor-
mance, yetthey feel a sense aof duty to inform
cthers of their abvious flawa.

(Mten, the NCO avoids thia by any num
ber of methoda, and, eall them what you
may, the eatecne will be the same: The
anbairclinate will fail to underatand exaetly
what yau are erificizing. Vou alao run the
risk that yearr subardinates will ke eonfused
abanitherw eoncetmed they really snght b be
with the prablem and whether they are sip-
prosed to cortect it

Thereare nio hard and fast rules paverning
exchanges between the KOD and the subar-
dinate. 'I'he importatit thitg b realize is that
they will be rome offective if they ane atl-
thentic. A first step in hecaming aware of
wanr anthentic feelings, needs and wants i
tortecagnize the “sheailds” that prevent real
cemtact, The following list iz offered to help
v develap anthentic eomtact. Tt's adapted
fram Stanley Herman and Michael
Korenich:

#  [dentity and list the most impodant

"shoulds™ abaut your duky

+  [wescrbe what yon wanld do i you

could follew your natiural inelita-
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tions, if you did not have that
“should.”

Decide, as honestly as you can, where
each of the “shoulds™ originates,
whether from your own super-
ordinate, inservice, textbooks, regula-
tions, or even parents. Ask yourself to
what extent each “should” is a real
constraint, and towhat extent it is self
imposed. Ask yourself, also, whal
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specifically would happen if you
failed to observe that “should.”

This strategy for identifying your
“shoulds™ and your “wants” only begins to
establish contact with others,

Authentic contact requires constant atten-
tion. You must always be aware of your
inner feelings and the external environment,
which includes the feelings of others as well
as objective facts,

Think about contact by asking yourself
three questions: What am I doing right now?
What am I feeling right now? What do 1
really want right now from this situation?

As long as contact is maintained, the NCO
should be prepared to accept responsibility
for what he or she says, including the risk of
offending or angering others. This does naot
mean running roughshod over the feelings
of others or discarding empathy.

As an NCO you can be more authentic if
you clearly identify and successfully satisfy
your personal needs and wants with respect
to others. You can accomplish this by in-
creasing your awareness of what is happen-
ing “right now™ bath internally and exter-
nally, and then acting in an honest way that
gets you what you want or need for that
situation, and encouraging others to do the
same,

An analysis of an authentic NCO can be
found in FM 22-100, Factors of Leadership
and Leadership Principles. The main factor
is communication as it applies to the authen
tic NCO. Several imporiant principles apply
to this factor:

*  Know yourself and seek

improvement,

* Seek responsibility; take
responsibility for your actions;
know your soldiers.

* Look out for their well-being,
just to name a few,

Whatever concept or technique used
should help you gain access to soldiers’
mativation, dedication and competence.

As an NCO, you must know who you are,
what you know and what you can do, so that
you can be a better leader — one your
soldiers will always follow. W

Pugh is assigned to the Reserve Officers’
Training Corps ar Columbus College, Co-
fumbus, Ga. Thompson, also on ROTC dury
at Columbus College, was recently selected
as command sergeant major and was sched-
wled to report for duty in Korea.
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What did Genghis Khan have in
common with Mahatma Gandhi, or
Mother Theresa with Adolf Hitler? What
would explain their almost mystical pow
ers to sel the souls of their followers on
fire? On a broader scale, what quality do
greai leaders possess that motivaies
people to follow passionately, even when
doing so endangers their lives?

Of the leaders discussed here, all turmed
their followers into winners and made
lives meaningful, They made paeple feel
impartant,

Genpghis Khan's victaries firmied his
people into great gonquerarsi, Mahatma
Ciandhi shawed the (I:':wjl-@d:hn how to
exert power over govermiments, withoul
resorting to v[ﬂlra Mother, Theresa
tatight her followers that by, saerificing
thni_; e forthe poar, they beeame aqual

gs in the eyegof Giod. Hitletused the
ﬂdmun peaple's desire for a prosperous,
united “Fatherland® to build his Third
Reich. {8

Scholars searched for }rcar! to deter-
mine the secrets of leaders — were they
botn, &mbyﬂud,or were there special

i that set leaders apant? In-

ot ZM of common denominators in the
'dhi‘leuf of leaders, scholars instead

_ . T fhﬂud extremes. Of those mentioned here,

uw lmmm. one a pacifist; one a
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saint, the other considered a madman.
Some were smart, some dumb. No consis-
tency in personal characteristics existed.
Next, the academicians decided to list
all the wise and virtuous acts of leaders.
They even threw in a few vices. The list
consisted of a series of contradictions. Pay
attention to details, but don’t micro-
manage. Be compassionate while being
ruthless, etc. Again, the scholars fell short.
They were searching in the wrong area.
Instead of asking ‘What makes leaders
great?’ they should have been asking
*What makes people want to follow?",
These leaders became great not because
they possessed the power to force obedi-
ence, but because people willingly and
energetically followed their leadership.
They stirred emotions and hamessed a
tremendous energy by fulfilling man’s
most basic non-biological need: the desire
for a meaningful life. ,ﬂsplte terrible ad
versity, their pmplnm'ltumf-d to serve

them because only fed that daily
hunger for dignity, and a sense of
nu-nmng

NCD;&& from thisis
ﬂlﬂi great | exist apart
from the by

First, every NCO knowsthe best way to
build soldier confidence is through train
ing that allows soldiers to take on tough
challenges and to succeed. This is what
makes soldiers; it's the reason most joined
the Army. Without good training they
don't feel any legitimacy as soldiers, and
their roles in the Army become meaning
less.

Training, therefore, is the NCO's first
responsibility the first element that
makes soldiers winners and sets leaders
apart,

The second element is respect. Any
time you, as a leader, degrade a soldier,
you have violated your contract to make
subordinates winners. The experiences of
humiliation and a sense of meaning are
not compatible. The soldier who is made
to feel worthless cannot, at the same time,
believe that he fills any meaningful role.
Even when soldiers behave in immature
or hostile ways, your duty is to treat them
with respect by responding profession-
ally, When leaders enter into personal
conflicts, they damage their professional
relationships with their soldiers.

The soldier’s third need is the sense of
belonging toan important and identifiable
group. It is in the small group, such as a
platoon or squad, where soldiers work
together and know each other's abilities
that the individual becomes important.

The small group gives people a sense of
meaning. An NCO can increase this sense
©f meaning by increasing the importance

7 qﬁuﬂfr}rmtﬂﬂmﬁd}. Fort Lewis,

of his squad or platoon. Anyone who
belongs to a special circle of people must
himself be special. To heighten this sense
of importance, a group also must have its
own identity. Thus, organizations de
velop their ownunit T-shirts, hand sha ks,
mottos or ways of speaking, all to make
their groups distinctive. It is no accident
that artillery soldiers wear red socks with
their dress green uniforms or that cavalry
soldiers wear spurs. These distinctions
make their groups stand out — and there
fore special in the eyes of their members,

The one thing that makes a group espe-
cially important, however, is its dedica-
tionto an ideal or principle greater than the
individual himself. This leads us to the
fourth element that gives soldiers a sense
of meaning. People determine their im
portance by measuring how much other
people need or appreciate them. When
more people rely on an individual, that
persan becomes more impaortant. When a
soldier puts self-interest aside and begins
to serve the needs of people in his unit, he
increases his importance to others. That
importance increases more when he dedi
cates himself to the service of the nation

When you put meaning into your sol-
diers’ lives by training them in specialized
skills, developing cohesion in an elite but
small group and dedicating that group to
the professional ethic of service, those
soldiers will form a bond and be inspired
And you will be the NCO who sets their
souls on fire, W

Melennon is the NBC NCOIC,

199¢th
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Retiring CSM
Looks Back
at 30 Years

of Leadership

Liebrich

‘.. . Taking care of soldiers is
the most important thing —
more important

than worryving about

going home on time.’
A ——— s — e ———

Story and photo by
SFC Michael Howard

Editor 's note: The following story was written
abouta command sergeant major who retired
in July with 30 years of service. It was edited
to condense and extract his views about NCO
leadership — then and now,

It was 1943, World attention focused on the
big war at the time, The German army had
suffered huge casualties and was headed to-
ward defeat.

One of those casualties, an army captain
shot by a Russian soldier, left a wife and 3-
year-old son. The boy, whose father died
fighting for an army considered a U.5. enemy,
grew up remembering his dad from old photo-
graphs.

That German son, after becoming an
American citizen and the top enlisted soldier
in the 4th Infantry Division, retired July 19
with 30 years of service to the U.S. Army.

“I had a lot of good squad leaders and
platoon sergeants who contributed to what |
wanted to do,” recalled CSM Hans W.
Liebrich. “I was getting coached and taught by
the old guys because [ wanted to be like them.

“They always had time. When somebody
came to them with a problem, they took care of
it and didn"t wait until the next day. These old
guys became like fathers to me and taught
me.

Which brings up a point Liebrich believesis
more important now than ever before: leaders
teaching and helping their soldiers.

“Back then, soldiers coming into the Army
got three squares and a cot — there weren't
many military families, so most of the chal-
lenges had to do with single-soldier issues.

“MNow the average soldier comes in with a
wife and children, sothere's more responsibil-
ity on the soldier's shoulders. This is further
complicated by the fact that NCOs also have
their own concerns at home. Back in the Army
[ knew as a young man, the leaders could
concentrate more on their soldiers.”

Liebrich feelsthe mentoring he experienced
— even with the differences — can still hap-
pen today.

“Soldiers are concerned about their fami-
lies. Most of the problems today 's leaders face
have to do with spouses not understanding the
military. Leaders must be more involved and
help their soldiers educate their families about
military life — what happens when we deploy,
that kind of thing. Taking care of soldiers isthe
most important thing — more important than
worrying about going home on time.” W
Howard is the NCOIC of the Fort Carson,
Colo, and 4th Inf. Div. Public Affairs Office.
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As guides and mentors, noncommissioned ollicers
have left lasting impressions on today’s NCO. Here are

some of their...

Examples of Leadership

By SGT Randy Schoefer

Most first-term soldiers depend on
NCOs w help guide them through every
imaginable sitwation, much like 2 tail
master leads an unknowing group
through a perilous jungle,

Just ag a trail master prolecls lwurisls
from danger anel ehows them he high-
lighis of the trip, an NCO wurks (o keep
first tenmersvul of rouble wind poiits them
in the right direction,

Admost all of us evenlually come into
conael with someone we will always
remnenber, somecne We Tespect, soneone
whose guidance helped us.

When SGT Rock makes a favorable
and wnlurgettable inpression on PY'T
SuulTy, for instance, Suutty is likely to
alwavs tecall how Rock took care of has
peeds and looked atter his welfare 1f
SiudTy decides tareenlist in the Arny and
later is promcted to a leadership position,
chances are that Snuffy will fallow
Rock™s example

Dine o Fwa caring moments bebween
scldiers usually isn't encnigh for ane sol-
dlier tofotally respect the other

Unless that one caring motment is dra-
netic or meaninghul enough to leave a
lasting inpression,

Such was the case for SPC Victar
Borges, who now works with (-1 of the
Tl LnFantow Division (Light) at Bort Oird|
Calil. While serving with the Lst Battal-
iun, G5t Infantry, Poerto Bico National
Cuard, Borges witnessed an action by his
[irst sergeant, Benjamin Rodriquez, that
I will never forget.

"W were about four hours into the land
pavigation part of the training (at the
Jungle Ctperations Training Center in
Pamamal, when two soldiers dropped
Trom Treat ealzustion,” said Borges,

“Oihiers were dizey and Lalling downin
the steaming heal. On lop of that we had
run oul of waler, All the company com-

mander would say is, Juesl get the ndssion
accomplished.”

The plalvon segeants complained to
e CO ol e soldiers needed water, but
were lold that the mission needed to be
vornpleted.

“Then 153G Fodrigquez shows up. §le

‘Butler earned
respect the old
fashioned way.
He earned it by
listening and by
sharing his
experiences and
know-how to
guide her in
such a way Lthat
she solved her

own problem.’
N .

tells the 00 that the fronps won't mave
intil they e rested and resupplied with
water,” Horges said.

"Iy this titne, abob 10 soldiers had
draprped frem beat exhanstion. The first
sergeant alsa instrcted the platoon ser-
geants not to mewve their troops ™

By challenging the company com-
mander, Horges” firstshittbad pat hisrank
on the line. "But the first sergeant was
mad. His attitude was " drather save lives
than worry about what maght happen be-
cause | challenged the CLL" 've worked
with good NCOs and bad MO ot
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Rodriquez” exampleafearing will always
stay with me.”

ST Ned Kelley, whaisassigned to the
same sectiom atd unit as Borges, warked
with a staff sergrant whoe weimd up being
his role mendel. Kelley said SSG Willia
Lutler was the kind of saldier who also
stoeel nip for his saldiers,

“I admired Butler fram the first day [
saw him. When he signed into the person
nel acticng branch, they wanted him 1o
work in an E-S slot,” Kelley anid, “He
went arenmd and around with them and,
finally, he ended up in the slot that re
fleetzd his rank

“He aught me how to stand up for
myaelfazan NCO. He also taught me how
to separate my profeasional from my per
acmal life.”

Beaides being in good physical condi
tion, he was always there to listen fo
problems and give advice, Kelley said.

“A firat term soldier in our unit was
hoving personal problems, Married only a
vieqr, brand new to the Army and close (o
divoreing her husband back in the states,
her job performance was going down,”
Kelley rememberad.

“Burler, martied himself, noticed and
act up a counseling seaslon. He told the
soldier ahout hia personal way of dealing
with acparation and suggested other av
enes of counseling.

He also amanged for her to call her
hushand and ralk over the situation. Then
he talked her inte taking two weeks of
leave to go home and patch things up,”
Kelley aaid. “T learned later that the
ermple'a mamriage aurvived.

“Butler earned reapeet the old fash
inned way,” Kelley aaid. “He earned it by
listening and by sharing his experlences
and knew-how to giide herin such a way
that she salved het own problem.” W

Sehaefer is assloned 1w the Tih 1D Public
Affans Office.



The Leader’s Code

I renew my status as an Army leader by what 1 do each day.
I know my strengths and my weaknesses and I constantly
strive to improve. I live by a moral code and my actions
set an example for others to emulate. I know my job and
carry out the spirit as well as the letter of orders.

I take the initiative and seek responsibility, and I face
every situation with boldness and confidence. I evaluate
every situation and estimate the best course of action. No
matter what the results, I assume full responsibility for
my actions.

I train my soldiers as a team, and I lead them with tact,
enthusiasm, firmness and fairness. I command and earn
their confidence and loyalty; they know that I would not
assign them to any duty that I would not — or could not
— perform. I see that they understand their orders, and I
energetically follow through to ensure that their duties
are fully discharged. I keep my soldiers informed and I
malke their welfare one of my primary concerns.

These things I do in fulfillment of my obligation as a
noncommissioned officer in the United States Army.

— Author unknown
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Non-Combat Leadership:
‘Chair-borne’ Challenges

Editor's note: Fort Benjamin Harrison, Ind., wsed v
carry the dubious nicknome of “"Uncle Ben's Rest
Hame, " reflecting its pastimage afa college camprs ar

By SFC Guy Benson

“This isn" the recd Anny; tis is gari-
gon.” Soldiers have wed thal phose lo
axplain whal s somelimes seen as the
dilference between TO&E and TDA
enyironmes,

Just what is NCD leadership in today’s
TDA setting? Three Fort Harison MCUls
wlio have supervised in both arenas
shaved what they know of the commwin
grovnd and fareign soil betwesn those
i ATenas

Here are the observatioms of SGM
David R Mulkey, sergeant majer of the
Adjutant Genetal Corpa and AG Schoal,
150G Randale B Loy, first sergeant of
HHC, Diefenae Finanee and Accounting
Serviee, Indianapolis; and SFC Raymond
A. Briggs, chicf of the Soldier Support
Center's Student Praceasing Branch,

How is NCO leadership the same In
TO&E and TDA environments?
MULKEY: I've been with a line unit.
I'vee been a drill sergesant, and worked in
administration. The sane pinciples of
leadership apply o all tose envinon-
ments, The exercising of vour leadership
ehills is just as necesay,

LOY; I've wurked in TDA, assignments,
but I've alse been assipned o Pershing
misgile units and worked with combal
engineers, The stardands dun't change —
SOT, weight, APFT, soldiedly (lings,
Tour NCO responsibilities are always
thare, Buth {situations) must keep themis-
gion first, as well s (e soldier,
BRIGGS: Soldiers are soldierns. You
have o train them, lake care of them aud
make sure ey gel e job dooe,

How is the lendership dilferent?

MUTKEY: The firat thing yen have ta
Irwke at is mission. Combat arma soldicrs
train for acombat arma mission. A eambat

service support MO has both a peace-
lime personnel mission and wartime per-
sonnel tasks, In a TDA job, you can be
e delibeate o youwr leadership style.
But when you are on an exercise of de-
ploy, you need a more directive approach
BRUSGS: In IO E the mission is frain-
ing. You split yourself dewn the mddle in
TIA becanse you ane serving the com-
pany as well as the mission hoss. 1f yon
have samething that has to he done at the
company, you do it Hut the mission
dewsn't stopy. The missian ralls on,

How do you lead In & TDA environ-
ment?

MULKEY: My style will vary. Obwvi-
wusly, e a field environment you have to
be ore divective, Ina personnel environ-
ment, you can be more relaxed.

[ ike touse delegating quite a bib. Aty
level, vou have to. ] have 98 NOCOs in the
schoolhouse who I have to give guidance
to. Fortunately, as the school seraeant
major, | have very competent, very pro-
fessional NCOs, Jcansay, “Here's the job,
let’s et it dore," and it gets done,

LOY. My style doesn™ really change
befween TO&E and TDA. In TOXE, we
liave a fonmation, explain the mission,
and we do il Tododl, 1 have o delepale.
I use the sane approach in TDAL T rely
lieavily vy platocn sergeants,
BRIGGS: I'mmione persuasive i dic-
lalorial. Ty wo wse conunon sense. Ly lo
persuade them lo do e rght diiog,

What leadershipchallenges do you face
in TDA units?

MULKEY: A big challenge Is providing
the leadership to make sure my instructors
don’t hecome ton apecialized. Samentie
whoisapecialized can lose sight af the big
pieture. Thave ta get them hack inta thin-
ing abwul the tetal caneept, For example,
T make sure we alwaya have spaee for

senething less than g dynamic Army post, This article
reflects hoaw todmy’s NCO at Fort Harrison is any-
thing hut a callege stdent or a rest hame caretaker.

instrichars to sif 10 on varions BNCOC
classes ba refresh their memones.

Anather challenge is that, in a TDA
unit, cammen saldiering skills can he-
eorme dulled. That's why we have indi-
vidual department training. Tt helps keep
the techrical eotpled with the tactieal, s
it shauld he.

LOY: Tn eambat, you have o keep cach
ather alive. And that makes youmare of a
family. Tn TDA units, we have to werk at
making usa coheslve team. It's extremely
difficult. The blggest thing here is that it's
predominantly a “civilian™ environment
and we're here primarily for our expertise
0s finance people. And Indianapolie is a
g ciry, Thera's more to do here than you
can shake a stick at. In a combat unit,
especially overseas, who do you spend
time with? Each other, in your liitle slice
of Americana,

BRIGGS: In TO&E, it is more like a
family, In TDA, vou're more likely to
eplinter apart — separate after work, i
seems more like just fellow employees
than a team or family. The challenge be-
comes making a team o of them,

Trainlng Isthe key. When 1 became the
training coordinarer, I had to rejuvenate a
program that had gone by the waysida
beense of Dresert Shield.

We pot the support of the command to
conduet training every Thursday moming
from 6:30 to 9:30. We have formation,
then do some D&C, and then some CTT.
I've seen the level of quality in training
inerease dramatically since we institured
the platocn trainlng coneept, The woops
notonly got the message that itwas impor
tant, but that we have command support.
That's important for cohesion. W

Henson is assigned to the Public Affoirs
Eroponcney Ackivity af Harrison. He isa
fermer insiracior ond-edior of several

Ari Ly e TP Ifie FE,
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His Name Was Bourdo

By 550 Judith Bradived

His mzune was Bourdo — 30T Hank
Bourdo, And like the rest ob us that Oregon
sumner, he was there for an intensive tao-
week course designed to tum yintned, jun-
wr WOl into full=fledged leaders Lok it
was Uourdo who tanght s more about
caring for and inspiring soldiers than we
ever colld have leamed from a bonk

He was oldet than most of us and he
wore his chevrons with an easy confi-
dence. e knew all of aur nanes long
kefate the rhythm of repeated rall-calls
had ledged in the flat back of our brains,
and sometimea he eould startle with hia
recall — laying out a picee of personal
history you had disearded in casual con
versation the day before. He joked, and he
Inughed, and he Hstened.

We reported to Canip Rilea on the north
erni ecast of Oregon thar brilllant Saturday
morning. Several hundred of us lined up
on the gravel parking lot, dressed in our
greens and struggling with over stuffad
duffal bags, We were inspected, welghed,
reglsterad and assignad to one of a row of
white-washed, green-wrimmed buildings,
our home for the naxt 14 days,

Our day began at 5:15 am, when the
callousad hand of some humorless master
sergeant flipped a switch and a blaze of
light burned through our unconsciousness,
We had only minutes 1o wazh, graba T
ghirt and shorts and report to the PT
grounds. “Fallin,” the instructerbellowed,
and for the next 20 minutes he led us as we
worked and sweated,

Within 48 hours we had taken over the
task oureel ves and were dutifully respond
ing to the hesitant orders of whomever was
assigned as squad leader for the day, Cur
lessons in leadership had begun.

Cme morning, early that first week, we
assembled to find ourselves facing
Bourdo. Today, the regimen would be
different, he announced. He wanted us to
think abont the reazons for this exercise
rautine. Physical training was anly a stmall
part of why we were thete. What the Ay

was really trying tordo; he told ua, wasts

teach us o teach ather soldicra.

Listead of yig o out-do ourselves
each moining with a reginen that lefl us
tived annd stilT, Bowdo hadanotler ides, He
tocused on skill building, That was an
MNC's real Job, he said, and the best way
tor clir that was to practuce the art of giving
commands, That morming, we perfornmed
a seres of exercises, fach of which wanld
require giving a specific set of arders to
e 18 inka the praper position

Ulassroom instiuctint baok up most af
onir dlays at the camp, and when the timea
came for a test which wonldmake oe break
18, the instrictar mevied aside and Boorde
took the floor.

A3 a human resourees instructor at the
Bocing Co., Bourda had expericnee in
teaching and testing. Mow he took us in
hand to prepare for the exam. “Nothing ta
worry about,” he told us. “Taking a twest is
cagy if vou remember o fow key points,”
and he preceeded to lay them out.

Toward the end of that day, it was elear
that one young man just wasn't getting it
Hehadrouble figuring out which pointain
alesson were key and which were not. For
hours, Bourdo worked with him.

As we stood outside the elassroom dur
ing a break, we could hear Bourdo, siill
inside, one on one, pressing and cajoling
hizanxious student, " We started together,”
he said, “and we're zonna findsh together.
Youcan dothis. [knowyou can.” That was
his personal theme, his philosophy: We're
professionals, we can do this, and we can
do it together.

It's a phi
losophy

Le taught us by example, we embaaced it
wholelwaited]y.

The trepidation we had about the test
was nothing compared to the concern we
telt about the vpcoming field exercise.

We knew we wollld Face a groe ling thres
davs, hut as always, Hourda gave 1s en-
couragement. After class anthe afternoon
hefare heading ant to the field, Honrdo
gathered ns far a pep talk

“We've got a lokb of experience here,” he
tald ns, printing cutmenhets af aure groenp
who had seen acrvice in Vichnam or who
had speeialized combat training. “Theas
are the peaple we should rely on. T yon
nead help, we'll be there,” he said. Then he
suggeated that thase less expericneed team
withthose who knew the topes. The buddy
system. “You're professionals,” he tald us
again, “You'll eome through with flying
colors.”

The exerclse wasall it wasbilled to be
tough and toxing. We marched for hours
through siltand sand In full kit, rwoby twao,
until, ealves aching, we reached our objee
tive undera strand of tall pines. Exhausted,
we dropped our gear and prepared our
positions for tha night. T was completing
my ks when 1 glanced up and saw
Bourde swinging empty cans on o wire
around our perimeter. “An early warning
gystem,” he explained. A low tech DEW
line. Our Instructors hadn’t mentioned
anything abeut OPFOR, but Bourdo
wasn'T taking any chances,

That nighr, as we
sat doing hip
pocket
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training, Bourdo told us how to rig an
andible trip wire. He pointed out the weak
apots in our defenses where an enemy
eould mount an assault under cover of
darknzas, and he urged 1s to be alent,

The next day, one of our tacks was w0
croas anopen field to reach a grove of trees
on the other side, We were concealed on a
small rise, the objective visible ahead, Il
was time 10 talk tactice and training. Each
person was assigned a topic to teach — a
lesson directly related to petting us safiely
to our next objective. We esch ook a lum
ae inetructor, but when it carme e lor our
prior-service Marine lo tesch the group, he
frowe, He would rllwer have crossed amine
field than tw speak in lront of aaodience.

Bourdo immediztely caneio the rescoe.
“We're not some group ol sttangers,™ he
twold the soldier, "We'te youw fiiends and
this is iporant nfonmation we need. You
cn tho L™ Then Bourdo began to question
i, slowly desowing the information out.
The soldier's words came haltingly at first
Gently, as Dourda prodded him, the sol-
dier grew confident. Hy the end of the
lessen, the ex-Marite had won our ap-
planse, and Bourds, with his eare and
concert, had onee again won our admira-
tii.

The theee-day cxereiae was a challenge,
bt when it was aver we had gained im-
tneasieably in akill and confidence. We
wete tired aned dirty that final afternoon,
tuit we. laughed and joked with cach other
azwie stood eleaning our weapons, Bourdo
waa helping a small group of us who had
failed the armorer's inspeetion. He care
fully cxplained the assembly and disas
sembly of our rifles a3 we struggled to
mimic the ease with which he did cach
task. Again and again, he made us put the
weapatistogetherand take them apart until
we contld i the job, if not with grace, at
least with speed

The nexl atternoon, beass gleaming, and
leatlier shining, we fell in on the parade
gromd tor the final fornabion. It was a
formal cetemony with a pass-in-review_ 1
was never so proud of my accomplish-
ments in the service as [ was that day . Chir
platoon didn't win any awards, we weren't
first in any of the specific catepoties. Hut,
i my opinion, we were the most success-
tul of any of the graduates. We had learned
tirst-hand that the real job of an NCD s to
vare aboul the soldiers he leads, and we
gaw, luouph the exanple of Bourdo, the

leave onn e spivit of 3 unil, W

Sergeants Are
Not Crusaders

By SGT Sam White

It was during the last week of my Pri-
maty Leadership Development Cotirse
that T was promated 1o sergeant. At the
marhing fermation, the first sergeant
pinned the atripea enmy BOUA He shaok
my haned and smiled at me. That amile
puzled me.

Tt was the most remarkable smile Thad
everaeen om the face of a firat shirt. Tt was
an “atta boy” smile or an “Tve got you
now amile.

Frankly, when he ploned those siripes
on me, 1 had linde idea of what being an
MNCO wae all about, It was much later thal
1 realized what the firet sergeant's smile
really said,

For me, moving up in grade meant a
little better life for my wile and kids.
Filling up a couple ol carts al the conmis-
gary wouldn't hurt much.

I thought being a serpeant was poing
make my life aasier,

I thoughl those siripes pave me Ui
autliority to right et long list ol wiongs
thal needed altention back ey secion,

I aleo thoughl I'd pal a lillle more re-
gpect from (hese deadbeal privaies amd
specialists back at the office. Bul when |
returned, I found that they were ready fur
me. They knew me beter than I had
thought. They zaid that becoming a ser-
geant would go straight to my head,

Ii wasn't long before this pumped-up
new attitude alienatad me from practically
evervone in the office, It got to the point
whera they would go cut of their way
disobay mea, Tysad what disciplinary mea-
gures | could to get back at them. That
certainly didn't help my credibility will
my people,

My troubles really started locempound
when the senior KCOs from “upstains”
started to delegate some additional duties
to me. They were standard NCO jobs,

nothing extracrdinary. But the hale I'd
dug with my soldiers just pet deeper when
T tried to follow my orders.

Finally, tiy supervisor saf me dawn,

You're o good soldler. You know your
jab,” he said. “Bur vou've ser some in
eredibly high standards for vourself, You
can Texpect to meat them all the dme, and
vou certainly can‘texpect your soldiers to
meet them.

“Take it easy on yourself and vour
soldiers. Lead, don’t push,” he said.

Slowly, the things I had leamned in
PLDC came back tome, [ starled o walch
andd copy good NCOs — sergeants who
both ol Wings done and got along with
et subordinsbes,

Lreal eend whial [ was doing was contus-
g Aullwrily with responsibility, My job
as an OO wasn™t fo boss people around,
My jobs was to take care of them,

I fewnd 1 accomplished things better
when [lislensd o wlatmy soldiers had to
gy wncd I hielped them w the best of my
ability whenthey neededme, NCOs don™
necessarily have to be friends to subardi-
tsdes, Lk they must care for them.

There are many ternns you can use ba
describe what makes a good NCO, "The
Del WOk are puod lesaders, good teach-
ers, pocd counselors and poud vrganizers,
But aboveall,I feel (he Anny s lop NCOs
are enablars, They recognize wlal their
people need (o accomplish (leir nission,
then they do everything they van lu see
that those needs are met,

Cood NCOs empower lieir subordi-
mates o exvel,

e Treslize whiat wis bebind Grat Tist
serpeanl’s prn. I was a sile full of
respect. [ think it said, "Welcome,
You've just enlered a time-honored insti-
Lo, e NEOO Conps.™

Trving to bevome a good NOO s hard
work, and i haso™t necessacily made my
Tile easier, but it sure bas made it Geller, W

These essays firstappeared in = The NCO Tn Their Chwn Words, " a 199) FORSCOM
powerlul and-tastmg tmpact one mancan— —documaorg published by vho Dirociorave-of Paldic- Alfoirs and the Lvadesship Office

af the Directorate of P'ersonnel. The pamphlet is avarlable in Army libraries
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Origins of NCO Leadership

By D, Robert 1. Bouilly

American KOO leadeiship has its roots
s dual wadilion adopled in the Bevolu-
liomary War, One had its origin in the
British lradition which the colonists
Lroughl witl: tetn, The second tradition
caine from the Prussian Anny through
Baron von Steuben as he trained troops in
the Continental Aciuy . With later elabora-
tioy, especially in the realms of small vyt
Lattle leadership and the developnent of
technological skills, this tradition has
stood the Army in pood stead to the presant
day,

The British tradition provided a basic
military organization. The colonies orga-

nized military elements similar o what
they had been accustonned bain Pngland
With vanation, they copied the militia
system as lawd out in the post-Restoration
Bdilitia Acts of 1661, 1662 and 1665 In
these years, atter the death of Dliver
Cromywell, the British sought to create a
politwal palce and riot conbral foree
thrangh the militia. Uven thouigh the sys-
tem almost fonndered in the face af foreign
military threats, Parliament strengthened it
e 1757 through the passage of a new
Milibia Act,

The Militia Act of 1757 embodied the
principle of universal personal military
obligalion; it codified the political expedi-
end ol entrusting the commrand of Goups to

mien af sone established pogition in soci
ety. Inpractice, this tneant that positions of
command wenbto property owners, Asthe
Bnglish colanists develaped provineial
militiag, they enpied the Tritish system.
The Virginia militia was such a copy; and
the Wirginia milinia, for exatple, shaped
the views af tnen like Gearge Washington,
wha aerved in the Virginia militia before
he hecanie the eommander of the Conrd
nental Army dering the Revalutionary
Wy o

Despite the tame image the militia
prejeclsio s today i was the predominant
mililary organization in Aonerica uobil at
lewast LB20, when Secretary of War Jolin C,
Callioun adopted the policy of having a

20
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standing (regular) Army. The militia had
prominent admirers. GEN MNathaniel
Uireen, forexample, soadmired the Liotish
rrilitia that he advieated, in 1776, that Hhe
statea “eatahlish theie Militia o the Brit-

ish plan . ... [A] militia upen the Rritish
catahlishment are a respectable bocly of
trowips, and affard a great internal secunty
te the States. They are subject to such a
degree of discipline and order as renders
thern fortridable.”

The: result of this copying was that in
Both the prervineial militia, and later inthe
Continental Army, commissioned tank
went almost exelusively to men af prop-
crty, while men of more modest means
filled the enlisted ranka.

What we know of the leadership role of
NCDs in early Amercan life comes trom
the record ed views of Lintish soldiers such
as LGN lames Wolte and Oeorge
Tewnshend, who spent part of their ca-

reers in the colonies and wrote fraining
mannals. Tevanghend s " A Plan of Lisci-
pline for the Tlae of the Militia of the
Ciounty of Norfalk,” published i 1859,
was widely used inthe New England eolo-
nica. Together with anather manual,
knovwn as the “Manual of 1764, itwas the
foundation for the militia training in colo
nial America. Both manunls envisioned
offleers as the initlal drill instructors be
cause of the Inexperlence of most militla
woops, With experience, NCOs would
ke over drill instruetion, Officers wereto
lead platoons while the serzeants were to
look tothe flanks in all wheeling rums and
see that the rear ranks kept clase to the
front. The serpeant then, os now, was (o
prepare his units for inspection by the
commanding officars,

The British regular anny provides fur-
ther clues as 1o the leadership role of the
NCOs, “General Wolle's nsructions o
Young OlTicers: Alse His Orders for a
Blattalion and an Aciny,"” assented il ex-
perienced WCOs were [ully responsible
for thelr detachinents, Wolle believed ey
should “be answerable for (he beliavior of
the=ir ven . aned i they Failed on neglected
to contine or punish such as are guilly of
Crimes . they will be punished fon
suttering such imegularities,™

Walte delineated numerons administea-
tive duties of sergeants. Sergeants of com-
panies were to make out all discharge
papers, furlonghs, and passes, while “come-
pany serpeants” had the duty of pericadi-
cally checking their men for broken or
missing eoiiprment, keeping a record of
losses and of subnutting regular reports to
the company commander. Hoth sergeants
and corporals had a responsibality fo ac-
comnt for wha ale in mess and sergeants
inspected the troop quarers daily. A con-
tingent of NCIUs was "responsible for [the |
retum of arms and accontrements.”

In battle, Wiolte ex pectend the S5O0 0 be
acommussioned obticer s understudy, and
the MY was expectend to assuine com-
mand of the unit it his conunander fell,
Dwiring, the battle, the officers and ser-
geantsin the rear were expected by Wolte
ta kil any soldiers attempting to desert —
a formidahle form of negative leadership,
Walfe and the ather manual writers agreed
that able NOs were essenhial to uphold-
ing the discipline of military tormations,

The Prossian tradition imenged willy e
British militia tradition when von Sleuben
arived at Valley Forge in the winler of
1778 He brought with him a thomough

knowledae of the 'mssian Army regola-
hians andtraditioms, which he had acepired
in the service of Prederick the Clreat

The: barcn sought ta promote unifommn
training and high standards throngh the
publication and use of his own manual,
which beeame known popularly as “The
Blue Baok.” The manual also waa hia
vehicle ta ereate o corps of eommiasioned
officers imbued with dutics and responsi
bilities similar to Prussion NCOs.

Baoren von Steuben expected NMCOs to
adhere 1o high standards. His manual as
serted that their proper aclection was eru
clal. "The order and diselpling of o regl
ment depends so much on thelr behavior,
that too much eare eannet be taken In
preferring none to that trust but those who
by their merit and pood conduct are en
titled toit,” Personal atributes and abilities
he sought in potential NCOs included hon-
esly, sobriety, the ability wo read and write,
neainess and the abilicy command respect
anel obedience Mo the men, Leaderzhip
tw von Steuben also ncluded the expertise
i perfonnig oulibary exercses and Qe
abialily {o teach this.

Long-estallished Prossian beadilicn cre-
ated] {he sengeant nejor as e head of e
e ital NCOs, Yet, it was (e company
fust sergeant who diew von Steuben's
primary attention. The Adnedican cone
pany hust sergeant was the equivalent of
the Prussian "feldwebel.,™ The fist ser-
geant, like his Prussian predecessor, was
the linchpin of the company. Upon his
vigillance depended the discipline of the
upit, the conduct of the troops and e
exactness of their obeving orders, Baon
von Steuben's Fust seqgeant nmmbaine]
the duty roster and nzde up e descriplive
report, which in nwore moderm limes has
become the morning repot, and ofher
torms describing the individual soldier,

The Prussian tradition tlwough von
Steuben lzs none of Qe arslness usyally
associaled witletle wernies of Frederick the
Chreat. Istesd, i emnpliasizes respect and
obedience gained tuough e compelence
— leaderslip abililies il you will — of the
NCOs, It also atbibules special impor-
tance tothe role of the first sep geant aid e
sergeant major. nposed vpon the Biitish
militia svstem, it provided a workable ba-
sis for the organization of the Continental
Agmy and the American militay tradilion
which was (o [ullow, W
Bowitly s the hiseorian for the Sergeanis
Major Academy. This article is based on
regearch iy Dy, Ernest E. Fisker Jr.
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e R T TR AR
B Book Reviews

The Challenge
of command
Reading
for military
Excellence

By
CIO1. (Ret) Roger L Nye

Avery Publishing {iroup,
Hc 986, TAY pages, 51295

Lsing classical and modern worka, Nye
weaves a pattern of leadership develep
ment eancepts useful for both officers
and NC0s. He provides a lat of sources at
the end of cach chapter, identfying the
moat important works in cach area with
an aaterisk. The bibliogtaphy summari zes
over 200 works used by tha authoer,

Even the most avid reader might

hlanche at having ta read aver 200
hewkes, s Mye lists |5 books he feels
shanild be first. The author alao eneour-
ages professional saldiers ta write for
professional jourmnals and supgeats nine
bewiks the military writer should havie st his
dispoaal as writing and publishing aids.

Mye's baok, written in o simple and
sttaightforward aryle, provides an armay
of elassic and modem works on the
general subjeet of leadership and in
specifie areas of leadership as well, Wall
waorth the price, the bock will sava
endless thumbing through card catalogs
and massive bibliographles.

The senior MCOs of the 19908 musat
read and they must be able to communi-
cate their experlences both orally and in
writing if they ara 1o become competent,
well educated leadars,

I highly recommend this book to all
MNOOe whe wish o advance their careers
and add to their military lbraries.

— MBSG Willism C. Luwrenve

company
Command:
The Battom Line

1'!3'
Tohn G, Mever, Jr.

Nationol Defense Uriver-
ity Press, Wosh,, DT,
TGO 235 popes 56,50

Althangh written hy a ealomel for the
compary-grade officer, NOOs wha read
this hewik ean ain or reinfaree. their
knerwledge of how a imit should operate
with the combined efforts of officers
and NOOs,

For officers, the book is a self mught
version of what NCOs learn In the first
sergeant eourse: officer NCO relation
shipe, IO, personne] and administra-
ticn, training, supply, maintenance,

B merale, efic,

However, the hoak adds a twiat that
ackiresses an afficer'a necds and

perspectives, It obviously doesn’t cover
the detail that FSC students get in the
classrooms, but it cutlines the ideas and
metheds for taking care of soldiers and
forming a cchesive, successful com-
pany.

In many respecis, it gives the new
commander the same advice a first
sergeant should be piving, It also tells
officers to expect and accept advice
from the MCO Corpe,

The result is that Mever's book
complements the officer NCO ralation
ahip and explatng how thar relatlonship
benefita the “bottom line™: the unit

The book is logically arranged, casy
ter tead and full of bite-sized “tips,” “war
starica,” “foets,” and quotes that makea
simple, valid polnts, These inserts glve
the reader a break from the traditional
textbook format of a sea of words,

You should be able to find thie book
in your post library,

Aot of NCOs might want to add this
to their peraonal librarica, or give the
new “ald man” a copy. It can be ardered

_ by writing: The 1.8, Government

Printing Office, Wash,, DC 20402,
SGM Bill Lopez

Leadership
fecreis
of
Attila the Hun

L3y
W Roleeriy

Warner Mooks Moe.,

T989, [ pages, Z16.95

The cuthor focuses on widely
accepted and dme proven leadership
qualities and principles and presents
them in a seriea of campfire sessions
headad by Attila the Hun, The bouk
begins with Artila as a child hostage in
Fome, His uncle, King Rugila, sends
him there because of his sharp vriticism
of the king's policies, King Rugila feels
that Altila might develop chaacteristics
e in bune witly e Huos® royal
Cannily. But Aldlila despises the Bomans
arel vows lo pusoe the Hun throne and
refurn Lo conguer Bome.

Adlila studies the Eomans and learns
(hee virtues tat inade their anny great,
He alzo sludies their tactics, looking
Forward 1o the thne when he will face
(e i Lkt e,

Wil the knowledge he gains in Rome,
Altila returns to the Huns and soon be-
cotnes kg, Adlila stiengthens his anmy
Ly leeaching lus chieftains at camplive ses-
sions, He uses this Toown o unpat the
knowledge le Lronglit from Rome,

Adlila tells Lis chieftains they st
develop leadership qualities aud shills il
oihers are to follow them, He slresses
the qualities of lovalty, courage, desire,
timing and cthers, later focusing on
marale and discipline, responeibilities of
a chiefiain, decigiveness, delepalion,
nepotiation, surviving deleal aod
lesssons lesned.

The author closes the book with
“Alilaisims; Selected Thoughts of
Allila” This final chapter reviews all the
teaching Adtila gave his chieftains. The
review takes the fonm of shed, bullel-
sty le sentences under the headings of
character, courage, decision-making, ele.

— MBSG James M., Paige
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Drewn Beaders:

Judging by the volume of mail we'ie
getting, NCOs are enthusiastic about thei
Joumal. Space limitations obviously pro-
hibit publishing most of what we receive,
but these tips should benetit the Joumal as
wiell as contribaitors:

We'rte enrtently working on the winter
isane that is due ok on the first of the year.
That fssue will be devoted to the tapic of
“The MO in Carnhat.” The spring issue,
due cur in Apnl, will earry the “Profes-
sional Development” theme.

We'vereecived many items that address
these themea, and we would like to con-
sider even maore artieles and lettera. Aswe
progreas from issue to-issue, we'll keep
youl Informed abour upeoming themes so
that your submisslons can colneide with
our publication dates,

Keepinmindthatthe Jaurnal deadline tn
the printer is akout one manth befere the
issue date and, ideally, we should reecive
vour submissions about a month before
then. Articlea for the April issue should
arrive by February.

Here are some points o keep in mind
befare you send your submissions.

v Call us, Talk about vour ideas. We
plan for ideas, space, and time limits.
Asimple call can mean the difference
between using an item that fits our
plane or using eomething similar that
has already bean solicitad,

¥ Write conversulivnally, We migli
live and die by regulations and held
ianuals, Lut they Jo pol make for
easy readng, Wiile like vou talk, asa
rule of (hub, Loosen up, Use every-
day language, Use guotes, Write in a
stvle vou like to read.

¥  Keep the reader in mind, The ma-
Jority of the NOO Corps popalalion is

the sergeant or sl serpeant, How
many people i those ranbes enjoy read-
g i thesis paper” Wlat do (did) you
pead as a juonior of mid-gade NCO7?

KISS Keepitsimpleand short. A feape-
page draft that is typed — dounble
spaced (for editing convenicnes) -
will fill one page of the Tournal, leaving
room only for headlinea and no other
visuala.

Think visually. Are there photopraphs
or illuetrations that can visually com-
municate your message? Your post
phole lab or public affaie office might
help you fumish appropriate art.

Think big. You think that such-and-
such a photograph or illustration 1s the
petfect cover for the Jourmal’s ™ Lhe
AOCD i Combat,” "Professional Dee-
velopiment,” etc. 7 Send it in! Giveus a
calll While most covers are verlical
photographs, we're just as eager fouse
a front-and-back cover honizontal,

Think poster. The insice pages of this
issne’s covers contain the official
chain-nf-command phates of the chief
of alaff and sergeant major of the
Army. These are suitable for framing.
Pastissies of the Taumalhave inclidecd
“The NULTCreed” and ather ilems that
are alan suitable for framing. Share
yolir ifdeas and we'll take care of Hhe
arfistic and other aspects of furming
them into posters

Letters ta the editor. Unfortunately,
some of thebeat lattera we get eannot be
used. The Journal is not a forum for
grinding an ax ar pursning personal
gripes. There are plenty of issues thar
MNCO: need o eonsider inoa profes-
sienal development journal. Address
these., Tell the readers whal's wrang

Checklist

for Contributors,

Subscribers

andd, i you lave ideas, lell uw whal
wiphit to be doue, How should we do
Wt Why should we do i7 Aod bry to
el v i o onone warcks thian will Gl
# double-spaced, Lvped page.

¥ Tuditing “license.” We wanf to use as
much material a3 posaible frem
MNCOs in the ficld. We have space
limitationa. We're paid to “make
thinga fi.” 1 we muat, we will ruth
lesaly trim articlea. MNuff aaid.

v Whe is that NCOT He's not only
infantry, anmor, ete. He's rather ge-
neric, $o is che, Articlee should mov
address branch-unique concems.
Tell readers how an issue concems
e all, Tell them how to exploit
sumething orhow a paricular branch
ur operalion can betler serve Sem,

Mo, SOT Joues, sevving i Kores or
Tuikey, who caniol call o s isolaled
post, we Laven "t logollen you, Seod us a
letler, and give ws porr plione nunber, We
work welnd Liows, oo,

Al NOOs — active annd reserve, redired
and otherwise — are slockhulders in this
magazine. And we pul all of ow slock in
our stockholders, We work fon you, We
can ouly prosper as a professional jounal
i we pive mtual suppot.

As slaled above, we're gelting lols of
il Bul we cannol honor madividual re-
quests [or subscriplicie. Flease conlacl
vour il publicalions ofTice or earby
nslallation W gel on (e official mailing
List. Crur “lrese nide™ diztnbution s aboul w
eapiie, and vnly official reguesls will be
Lonwred Tor Dature cireulation, Thal's the
system,

And it “the system” would like to writa
and explain why, we'll gladly prine your

lever, too, W
— SGM Bill Lopez

THE HCE [ IANAT A FALL 153

21



T e S
MW Letters to the Editor

Combat Arms Dias

[ juet finished ihe Surmmer 1991 Jour-
nal, Cme thing 1 noticed is et sy
arlicles are direcled toward combat arms
NCOs,

" o guartermaster NOO who prides
limsell on being tactically proficient
Many times, the tactical training tor sup-
poit units takes a back seat to traiming
combat units. One thing that leaders Fail to
tealize is that soldiers who are casualties
can’t support combat mnits

¥our article"Meving Heyond Victary™
noted that suppert units were deployed
torward of cambat mnits during Thesert
Stomm. This is typical for suppatt uhils,
yet, | do net see enmigh emphasis heing
putontactical training for soldicrsin ChE
76 and related johs

When 1 schedule training for my sol-
diers, Tty to pet three houra of tactical
training for every two hours of technical
training. Thave found that hands on traln
ing is a must. t's amazing how new
soldiers have trouble applving what
thay ve leatned in the classroom to field
cohditions.

Thanks for another great toal for NCOs,
bt don’t farget the support “wienies,”

£8G Jeffery A. Corraux
Fort Hood, Texas

We strive to avoid “shawcasing ™ or ig-
noring ony CMI or category of N
The training adoressed in the past issie
included focfical troining that, ns yon
suid, is vited to soldiers in all jobs Alsa
nofe the Page I item on cominan leader
con baf siils,

Microfiche Questions

Ligceived a copy of my othcial micro-
fiche and noticed that ancther saldier’s
prornotion order was on it L wirote and
asked that it be removed. It was just
blacked out. My commander had the same.
problem, but on his they had stamped
“Woid Mistiled.” Why are the {wo svs-
lemns dillereni?

SEC Creorge Oxstrom
Forl Leonurd Wood, Mo,

Accarding 1o a spekeswoman for the En

fisted Records and Evaluarion Cenior ai
For: Harrison, ind,, enllsted records are
notstamped because thelr sheer numbers
prokibli . The camera thay produces
micrefiche records isusadio superimpose
the void on officer records, whick are
routinely ypdated by most officers, Most
enlisted changes, she said, are recened
with changey mude in conjonciion with
bogrds, so fime permils only the more
expedient method of Wotting ot ervors,

Sexist PT Runs

Thavee come to a point of disgust when
educating aoldiers, NCOs and officers
ahout the Army Phyalcal Fitness Training
standards. The madn reason different stan
dards exist for men and women 15 because
of physiological differences; size,
muscles, far, bones, heart size and rate,
lungs, response to heat and flaxibility.

Units with males and females ehould
consider these differences when planning
and executing unit phyesical training,

1 have overheard somany leadens ke
statements such as, “She lell oul ol he
rum;” “She can't hang," “Ii's the “te the
ghoe lace" trick apain" “Locks like il's
that time of the month again,” anmd o un,

Leaders are responsible for suldiers and
their walfare. Being parl of a (eam means
meluding lwe soldier whio Lalls oul of unil
runs, When soldiers (imen and woinen)
fall oul of unil run funations, tere gen-
erallv is a good reason for il The besl
leaders can do is lo understand wlal unil
runsare intendedio do, (e desipoa roule
and pace that will accomplish the poal, OF
course, leaders should consider the unit
mission and its overall fimess,

Theability toleadsoldiarschould notbe
in quastion bacause somecna can’t rurn a
nine minute mile,

Unit runs provide an opporunily lo
make everyone fael a part of the unit, but
leaders must ke physiolegical differ-
ences into consideration. Tha run shoulkd
be at a pace where the elowest soldier is
challenged but is still able e nake the run.
Tn return, the unit will have o soldier who
can feel proud and who knows the reward
of being a part of the team.

' CSM Muoe M, Young
Comp Zama, Japun

NCOES Standards

Regarding the Ietter in the laat issue
coneerhing standards in NCOES, 1'd ke
1o pointouta coupleof faets that may have
been overleoked by some readers,

First: In 1985, while I was sarving ag a
PLDC insoruetor, there was a fairly high
aurition rate, about 6% each class, be-
eause of the map reading and land naviga-
tion portion of the PCI, The obvious olu-
tlon tous wasto tell unit leaders (o prepare
future PLDC students before they arrived
for training. Most unite did exactly e,
and theirscldiers had no problems, Unlur-
runately, following the annual conmmean-
dant/chief instructor seminar at Forl Bliss,
Taxas, the POI was clunged w neke
some portions less academically dend-
ing. Ae a result, the alirilion rale wenl
downat nearly all (he NCOacademiesand
unite didu'l have o pul extra effort nto
preparing their soldiers, The system, not
the soldiers, changed to make the attrition
nnbers read better,

Secondly, I'd Like to point cut that ss-
vivr enlisled promotions and selectiom for
NCOES cowses are controlled centrally
This is Jdope to maintain one standard for
all senior NOOs.

All soldiers shonld be sent to PLDEC and
BNOOC as soon as they 'ne eligihle | and
be given the apportuniby to excel or fail in
accordance with their abilities to saldies
Az leaders we have a one=dimensinnal
view of our soldiers and we are very
capable of misjudging their potential
Soine senionr NODs advocate screening
suldiens more closely betore giving them
lhe cpportunity to altend NCOES
courses, | believe ere are as imany sol-
diers who perfonn well but were expected
lodo pourly as ke wre soldiers whowere
expecied w do well vet failed to meet
course standuds,

O course, ol all soldiers are going to
stand up vnder fire, bul we as leaders nesd
(o Lt the wellle of soldiers to fnd out
where their strengths are, Do we expect all
soldiers lo puss every cowse and excel in
every tack they are given? Tdon't ink su.
Wa know soldiering is a conslanl leaming
procese conlinuing tlroughoul 3 career.

SEC David M. Denton
Fort Dix, N.J.
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