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Clothing Reg Update

The Army's revised clothing reguln-
tinn (AR 670-1) is available to oll units
through their publications office. The
revised AR, dated 1 September 1992,
beging with two pages of bullets listing
additions, deletions and clarifications 1o
uniform wear and appearance.

Some of the changes Include lifting
the ban on starching of the batile dress
uniform (BDUs); clarifles policy for
blousing trousers; authorizes the wear
of owards on AG 415 shirt clarifies pos
session policy on combat boots; adds
new all weather cont; adds grooming
and hyglene statement; deletes AG 34
pantsuit and AG 34 skirt changes the
physical fitness uniform to clothing bag
item and revises wear and policy for PT
uniform.

NCOs need to become familiar with
the changes in the new clothing regula-
tion. Questions or concerns regarding
the wear and appearance of Army uni-
forme and insignia should be addressed
1o major command uniform board offi-
clals or 1o DA Headquarters, SGM Tuy-
lor, DSN 225-6361,

FN 100-5 Mears Publication

A preliminary draft of the revised
Army FM 100-5, now titled Operatlons,
was distributed throughout the Army
for review and comments before Oclo-
her.

“We consulted as much of the Army
a5 we could in the revision of our basic
doctrine,” said GEN Frederick M.
Franks, I, TRADOC commander, The
ather services participated as well,

“Through these discussions, the
Army informs itsell aboul the need [or
revision of the dectring and what the ba-
sic outlines of the revision will be,™

Having the Army leadership review
and conunent on e drall continues
thuse  discussions, according o CPT
Mike Whetston, a TRADROC stalf offi-
cer working on the revision.

“Comments were due back to us by
October 23, 1442 Whetston sawd. “As
part of the review and critique process,

there mav be one more draft for Army
leadership to comment on. The final
version is scheduled to be published this
spl'inp,,."

Franks smid Army doctrine  isn't
hased on possible scenarios in any part
of the warld, hut rather is a statement af
prineiples of how to think about the em-
ployment of Army forces as part of the
joint team.

The revised doctrine reflects the
principles of Jnint Chiefs of Staff Publi
cation 1 recently approved by GEN Co
lin Powell, JC& chalrman, Franks said.
That doerrine espouses joint warfare
conducted by American armed forces,

The Army manual also deals with ap-
cratioms ather than war.

“Ohre Army needa to have the versa-
tility to ke able to think ahout ather op-
eratiocns—eounternarcatics operations
going on now in Central and South
MAmarlea; humanitarian operations, Pro-
vide Comfort in eastern Turkey. Cur
doetrine lays out the principles of how to
think about these things,"” Franks said.

TRAINIC News Senioe

‘User Friendly' I*hysical Fitness
Manual Published

Soldiers and supervisors will find it
easier (o answer specific physical fitness
yuestions willr the revised Physical Fit-
oess Training Manual—FM 2120, The
FM doesu’t change standards or exer-
vises of the Avwy plvsical fitness test,
Lul does include featores designed to
help make it easier to develop proper
phusical training programs.

Chaplers on circuil traiming, prass
und guerilla drills, aguatics, envirun-
mental consideralivng, injuty preven-
tion and APFT provedures make {he
revised version more ‘user fiendly,” ac-
vording o Frank Palkoska, chief of doc-
bine for the Army Physical Fitness
School. In addition, line drawings re-
place photos becaose they illustrate ex-
ercises better,

“People have e mislaken assump-
ton that suldiers tain W pass the

APEFL” Palkoska said. "The AMFT iz a
commanders’ toal to check the level of
physical eanditioning af their aoldiers.”

TRADOC News Senvice

SDT Update

bore than 125,000 NCOs who have
taken the new Sell Development Test
during the st vear ol validalion have
averaped answering 70 percent of the
yueslions vorrectly,

OfTicials expect scores to go up when
SDT resulis become part of the Enlisted
Personnel Management System
{EPMS)in FY 94, and when saldicrs be-
come more familiar with the new FM
25-101, Battle Facuged Training.

The 50T 8 aimed ar NCOA from ser-
geant through acrgeant first closs. Tt re
places Skill Qualifiention Test, which
was taken by all enlisted ranks in skill
levels 10 through 40,

Individual tests are being ironed out
tn remove any bugs before SDTs are
linked to EPMS in 1994,

The key element to the test is in the
title — self development, “Suldiers study
and prepare un their own time," said
Jim Tripp, depuly director ol individual
training evaluation for the Avoy Train-
ing Supporl Center. “The wait’s role, ba-
sically, is lo provide support by making
sure thal MCOs have access to reference
maberial they need to studv.”

The 3DT 1= a wee-part, 100-ques-
livn, mulliple choice answer examina-
livn, The leadership and training
manapemenl sections each have 20
yuestions, The MOS poclion has 01,

A lwo-yvear validalion period began
Ocl, 1, 1997, During the lirst year only
active Army and active Guard reserve
NCOs were tested. Beserve component
soldiers began taking the 501 Oct. 1.

THADOC tielded 583 51Y15 in the
tirst year of validation, for BS percent of
cxisting NUO skill levels and 98 perecnt
of the soldiers. Iy 'Y 95 all MOScs will
hawve tests,

FRATN I News Service
feonninued page 2)
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Iron Curtain Museum

The tfounder of an Iron Cortain Mu-
scum is requesting photos, stories, uni-
tarms, insignia and other memorabilia
fram LS. Army horder patral snldiers
and ather invalved DaT) personnel.

The recently established museum
will accurately preserve the physical set-
up of the Communist-era fortifications
near the town of Bad Sooden-Allendorf
in the Werra River valley, Photos, uc-
counts of local incidents, East German
artifacts, ete., are also fvatured,

[nierested contributers may eonlacl
the [ounder, Herr Heuckeroth-Hart-
miann, al I Kainn 20, 3437 Bad Scod-
en=Allendo [, Gennany,

LI David ). Harmes
Cidr, 4294 M1, USAR, Southfield, Mich

Upgrading EO and Sexual Ha-

rassment Prevention Training

Upgraded traming in THA DU lead-
er courses in ancas of equal oppartiomi-
ty and sexual harassment prevenbon
beging this manth when reviaed leader-
ship manuals and regulations ineorpo-
rate: them inln leadership doctrine.

The actioms aren't a result of reeent
highly-publicized eases of sexual ahuse
in the military, aceording to Jim Ligon, a
TRADCC leader develnpment analyst.
Those eascs justunderline the need for
such training, he soid.

“Tn 1989, we did a review of our lead
er development programs and found
that equal opportunity and sexual ha-
rassment prevention training needed
upgrading. Development of new train-
ing support material wag direcled in
1989 and reemphasized last summer,”

TRADOC commandants and instal-
lation commanders will alsu establish
training for all personnel assigned (v
their schools and puosts. Equal oppurtu-
nity advisors will conduct unil and
school training, Upgraded training will
be included in courses vanging [rom joi-
tial entry o the Command and General
Stall Olficers cuurse,

TRADON News Service

242 Housing Now 2+1

The Army is planning a 15-year
program to upgrade and improve the
quality of barrocks for junlor enlisted
and MCQOs (see the Journal, Fall 92,
pages 16-17, for photos of some up-
graded focilitles at various installations).

Plans Inftlally called for two soldiers
sharing a bath and toilet with two other
soldiers—thus 242, Now, each puir ol
roommates will have their uwn bath and
twilel, Specialists and below will have a
minimum of 110 square feet of space
{not 90 as reported) with built-in clos-

cts. NCOs will have 135 square feeL
Flanr plans will vary, depending on
lavomt  of original  barrocks,  the
peographical loeation and environmen
tal factors. Upgrading continues at Fors
Hond, Bragg, Lewls, Stewart, Benning,
Campbell  ond other installations,
aceording to CSM James E. Skellion,
Corps of Englneers. “The aim is
increase quality of life, with uccessibility
to commissary, pusl exchange and olher
fucilities within easy walking distance.”

XM Jarnes 1 Skellian
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Leadership aspects of...

Instilling Pride

By C5M Ron R. Seman
and LTC Cole Kingaced

MNCDs who understand the impaor-
tance of morole and espriv know that
instilling unit pride contribures signifi-
cantly toy combat readinesa

Unit pride consists of four fundo-
mental compaonents: the establishment
of o positve command climate, confl-
dence in the members of a command,
trust in the organization and o sirong
sense of afliliaton to a specific unit,

Command Climale

Command climare i3 the conduit for
developing unit pride and morale. Sol-
dicra need oy feel that their leaders are
receptive o their needs. The fulfillment
of those soldier needs establishes o cer-
tin eaommaond climate. That climate
evolves into astrong sense of idendrty for
the command and its leaders. Only the
leader, regardless of the level, can set
the stage for the development of a posl
tive climate in a unir.

Leaders create a positive command
climare by “focusing™ the unit. They ex
plain expectations of proficiency, lead-
ership and suldiers for the next six, 12
amd 18 months of training, Then, they
encourage senior leaders 1o Jelegale o
suburdinates, They leach, voach and
mentor the officer™CO relationship in
leadership and Iraining,

Leaders establish a positive climate
by consistently amd promply recogniz-
me pood perfonnance, Soldiers link
powd perlunmanve (o such simple sipns
as band shakes, “pats” on the back, cer-
tilicales of achievement, small wnil lead-
ership badges, inmediate presentations
of marksmanship awards at unil forma-
tions and speciality awards such as pub-
lic recognition of professional excel-
lence. For example, leaders miss an

excellent opportunity if they [ail to pin
an cxpert infantryman's badge ta the
chest of a soldier who completes the
gruchng compebbon. Public ceremao-
nies with dignitarics and Familics can
follenw, kit the soldicr will never be
prouder than the moment he carng the
cxpert infanteyman’s hadge or  any
hadge of distinction.

Another impartant factar in building
eahesion centers an the frequency lead-
crs talk o soldiers. host leaders will
readily claim they have an excellent rap
port with the troops but that perception
is often one sided. In addition to normal
operations, noncommissioned officers
should brief their platoons and squads
duilv, Remember, informed soldiers
perform beller than soldiers who must
consistently grasp for inflormation abowl
training sehedules, leader expeclations,
and unil policies,

Confidence

Confidence is the faith or belief that
one will act in a right, proper, or eifec
tive way. [n a military unit, soldiers must
have confidence in themselves, their fel
low soldiers and in their leaders, Patton
once called self confidence the twin
brother of leadership, In Patton's es-
limation, a conlident soldier was a
trained soldier. Above all, units with
enormous pride share the vommon fea-
ture ol well rained lroups al every skill
level, Professional compelence is direel-
Iy related (o conlidence, Compelenve is
alse a function ol prade, Specialisls are
expected o koow more about thei
weapons because hey teach privales
how Lo use Lhem,

T leaders and squad leadess have
the primary responsibility (o {rain sol-
diers. Fullilling this responsibility begets
self confidence in the soldiers and leads
to soldier confidence in the leader, Self
confidence contributes to and trequent-
lv creates success, Successbul comple-

tion of individual tasks manifests itselt
i successtul completion of the unil's
collective tasks and ultimately the train-
g Misson,

Saldicrs muar also have eonfidence in
their fellow soldicrs. They muat feel
comfirtahle that the soldier on their left
and right ean he depended upon o per-
foem their specifie tasks o standard.
Gunners must know their assistant gun
ners are s familinr with a crew served
weapon os they are. Team members
must know that they may take over the
team and assume the mission if casual-
ties ocour,

Additionally, suldiers must have con-
lidenve in their leaders, Suldiers will [ul-
low @ syuad leader who exudes the
physival and mental stamioa fo lead
(rom the vont. They will ollow a plas
loon serpeant whom they know has mas-
lered the tactical skills necessary bor
mission accomplishment.

Confidence in leader-
ship breeds loyally.
Loyalty from the top
down is just as
important as loyalty
from the bottom up...
but, less prevalent.

Counlidence in the leadership also
breeds lovally to a unit's leaders, Often,
we ake a great deal about loyalty from
the boltom up. However, loyaltv from
the top down s just as important and
unfortunately less prevalent. Leaders
have the responsibility to ensure that
subordinate leaders and soldiers en-

4
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trusted to their care have opportunitics
to be competitive for advancement. De-
mand high standards and insist they at-
tend military and civilian schooling, Sal-
dicrs may inihally not appreciate your
insistence; however, they will know von
care. and this hreods loyalty.

Trust

Trust inone's organizalion is anoiler
indispensable  chatacteristic of unils
knowa for their pride and comuradeship,
As proliciency increases in units that
concentrate on small woil training, so
does trust. The more times small units
meet o exceed the standard, the more
colesion evolves, Training becomes a
team etfort and leadership 1s participa-
tive,

Leaders build trust by actions, not by
wiords. Trust is not easily ahtained, hut i
is casily loat the first ime the eammand
fails o lead praperly or train its soldiers.
Soldiers eonstantly assess the depend-
ahility and effectiveness of the unit's
lendership. They're the leaders’ most
staunch advocares and most severe crit
ies in an on-going process. As this trust
evolves berween the leader and the sol
diers, a sense of belonging to the unit
and the desire 10 excel will prevail,

The same trust is true in senior-sub-
ordinate reladonships. Commanders
must empower suburdinates with the
authorily and responsibility o execule
missivng, Junior noncommissivned offi-
vers petlonm betler il they believe thal
the commander and senior NCO sup-
port channel have trust in their abilities
to execute assigned tasks, Hold leadess
personally accountable for their subor-
dinates, There may be growing pains
with this approach, but once everyone
comes on board, leaders will have a win-
ning team.

A Sense of Belonging

The final ingredient in establishing
pride in a unit is the development of a
sense of affiliation to a winning orga-
nization that's rich in tradition and that
vares for the soldiers in the command,
Muorevver, il's nol envugh (v leel just a
parl of the leam, Svldiers musi feel Hal
they're making an inportant conlribu-
fion (o Hhat weam,

Leaders must welcome each young
soldier and lamily fo the conunand as
they would want to be welcomed them-

sclves, The leader muost assign a sponsor
who s receptive to the needs to a newly
arrived replacement. Commanders and
tirst sergeants should interview all newky
arrived personnel. They must inculcate
that saldicr in the prond heritage and
traditinng af the unit. Tt's *0OK" for pla-
tnan sergeants o proudly state their pla-
tnon has the most EIB recipients in the
battalion or the best SAW gunner in the
company.

Special activities that distinguish one
unit from another are tools that create
unit pride. Some units sponsor “home-
away from-home” events, such as unit
Christmas parties, family nights at the
dining facility, boxing “smokers" or unit

Don’'t disregard
soldiers in planning
activities to
generate unit pride.
Some of the best
ideas come from
individual soldiers
in command infor-
mation classes.

suppart of o local school or charity.
Consistent, purposeful unit activites
such os monthly battalion runs, compa
ny teams in oll post athletle lengues,
maintenance competitions to determine
the best driver in each category, are also
useful. Formal dining-ins and dining-
outs also contribute (o the unity of the
command. These activitles promote co
hesion and allow for family members to
be part of and enjoy the traditons of the
Army,

Family functions such as  unil
religious retreats and organization days
may also ereale a sense of alliliulion
the command, Stuong lamily supporl
groups also send a clear signal 1o the
fammilies that thev're as important to the
coutunand as the soldiers themselves.
Make families proud of what their sol-
Jiers do for the Any.

Finally, don't disregard the soldwers

in planning activitics to penerate pride.
Some of the best ideas we observed in
units came from individual soldicrs in
command infurmalion classes, One sol-
dier asked il il were pussible lo oblain a
distinetive battalion veriificate o com-
memorate participation in & majur in-
ternational exercise. Battalion or com-
pany coins of excellence are also
popular with the oops, Some compa-
nies post company honor rolls to list the
names of noncommissioned officers and
their squad members who waon squad
tactical campaetitions,

Make the soldiers feel special to be
members of a winning team. Solicit sol-
diers' comunents, let them help plan
evenls, suppesl weas and make them
pari of the team, The lirs| sergeant, pla-
toon sergeant and squad leader must
play the tule of cheerleuders and en-
courage the soldiers o exvel, Challenge
the soldiers to cuntinue the proud legacy
of the soldiers who preceded them. Push
the identity of the company and the
hattalion. Yo will know vion're Sueeess-
ful when seldices begin identifying and
boasting about their squad and platoon,
as well as their company and battalion.

Couclusion

MNencommissinoned  officers make
major  contributions  to estahlishing
pride in their respective units by being
mindtul of the qualities and characteris-
tics soldiers like fo see in the orgamza-
tions of which thev are a part. It's the
spirit of the soldiers who follow and the
leaders who lead that produces combal
ready units, Well trained and well led
soldiers are confident of victory, They
ensure success hecause they have the
ennfidence, trust and strong association
to units with a rich heritage.

Noes your command  have  such
squads, platoons or comparics? You
Jon'l even have to ask the leaders, be-
cause vou can see il on the faces of the
soldiers, When they salule smarlly and
thunder the name of their regiment or
company, you have soldiers who are
proud of their heritage, soldiers who will
fight and win this nation's wars,

Semon was CSM, ULS. Corps of Caders,
Hest Pt MY, when he co-authared the
arftele with Kingseed, an assaciate prafes-
sow af histery at the Acadenty,
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Building

Teams That Work

Hy SKFL Thanglas C. Slecth

As o leader who learns best from
honds-on - situntions,  few  “Great
Captains” have seriously affected my
development. I've read about Patton,
MacArthur and others, but they can'l
teach me like a live Tule model wan,

Cne such living example was CPT
fmow majory Runald H, Davidson,
When [ was a voung sergeant he taught
me three valuable lessous, which helped
form the basis of my cullook on leader-
ship,

Tl I'::"-'h-:m:m a soldier initially fails to
perform to standard, an NCD s geners
ally responsible (or to blame). Llow
many times do we go around finger
pointing at young troops who conldn’t
mect some standard 7 Some saldices are
simply apathetic, hut there are those
who nover knew what the standard wos.

CPT Davidann came nernss [ ma os
the poardian angel of young soldiers.
Don't ger me wrong. When o soldler
failed throngh design nr neglect, the ton
of hricks would appropriately fall right
oin his head. Molly-coddling was not tol
crated, but training soldiers wos ex-
pected.

[F] The rank of (buck) sergeant s the
toughest enlisted rank in the Army. This
was an extenslon of the first lesson.
CPT Davidson knew that specialists, all
oo often, got promoted without real ap-
preciation of their duties, respunsibili-
ries and authority as NCOs, Therelore,
he was empathetic whenever he saw a
sergeant in need of a “hip-pockel” class,

Without going inte details, 1 remem-
ber vividly a lesson in vehicle mainle-
nance he gave me, Had 1 been wearing a
“rocker” or two on my cullar, [ would
have gotlen a real bull-chewing. But
simge 1L was clear 1 had oo idea what 1
wis duing and even clearer that no one
had ever shown me, he ook a fatheddy
approash,

[@ Accounting for government properly
is important. This seems like the under-
statement of the year, bul vonsider my
unit. Until CPT Davidson ook vom-
mand, [ never heard of a 100 percent
change ol command inventory, The
properly ook had changed several
haunds based upon trust instead of physi-
val accountability,

As you might guess, we had a (AR)
15-0 investigation. 1 was constantly awc-
struck by CP1 Davidson's attenbon to
cvery detail, Out of all the lug wrenches,
pliers, tire chains and jacks, he knew my
screwdriver was too small. That was all
he waould say.

Now, being perceplive, 1I'd crack
vpen the -10 (dash 10} only to discover
e was right. Until then, we used the op-
erator’s manuvals just to PMCS equip-
ment, This taught us there was more to
our equipment than checklists,

These events aren’t the only lessons
Pve learned in 13 vears Tve learned
many valuable lessona from auperb
NCDs as well CPT Davidson tought
me some impartant lessons early in my
carcer, and T've rememberad them ever
since. They've served me well, so T'll
hang onto them. Thank you, Sir.

SFC Dauglas C. Sleetht is NCOIC, 7015t
MT Bde NCODC, Augsbure, Germany

Fresh out of West Poini, replete in
Sam Brown and saber, shavetail 2LT
Ralph E. Haines, Jr., reporied (o hi
first post and assignmeni—Fort Bliss
and the 8th Cavalry,

[t was 1935 a time when NCOs
spoke 1o officers in the third person.

“First Sergeant While, a man ol greal
wisdom and perception, said be lell the
lisutenanl would wanl o know the
names of the men in (he second platoon
and get lo koow (he horses and mules as
soon as possible,” Haines said.

“He puided me to his office where
there was a photograph of all B0 men in
the company, My platcon had 25 men,
Fusl Serpeant White told me 1 could
play back and forth between the photos
and the records until 1 knew the men.

“First Sergeant White said, ‘I've
instructed the stable sergeant to show
the licutenant the horses,” and 1 re-
peated the association exercise in the
stables. M course the horses had vari-

vus arkings but they also had brands
vn the lell side of their necks with a let-
ter and three numbers, L started leamn-
g about the horses at just about dusk
aned [nished witl a Hashlight,

“The nexl worning al roll call there
waz no ‘Hey you, trooper.” 1 could walk
up o Private Jones, for instance, call
Lim by name, and tell him | thought"D1d
Haldy' seemed to be a little gimpy and
that his horseshoes necded checking
oul. 1 could ask about this man's wife
and children, or ask anather how he feli
about his home town.

“lhe point is, my NCOs protected
my integrity. They gave me a prime les-
san in leadership, First Sergeant White
knew that knowing ahout my men and
the harses was a key ingredient in inte-
grating me into the plotoon and estab
lishing a gnod working relationship.”

As related by GEN (Ret) Ralph E.

Hatnes.
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Company Team Building

Five Steps to Success

Hy 150 Dirover L. Watters

I've read many articleaabont the com-
mander ond first sergeant relationship
which helped me form my own ideas of
how that team should be established.
However, it wasn't until I became a first
sergeant that I realized how vital the
union of these two leaderns is in forming
4 strong company command team and
setting the command's climate,

Teamwork is (he element that makes
wr breaks Lhe relativoship, The ‘how® of
working fugelher has kepl many a good
conmander aod lst sergeant balled,
Lo some cases, atlempls at working lu-
gether failed because there wasn'l
mutual cooperation. There has to be a
Fond between these two leaders belore
they can form their tecam. That hond
bmilding can ke done by warking on five
clementa: relationahip, respomsibilities,
loyalry, duty and goala.

RELATIONSHIP - Thecommander
and first sergeant relationihip has o be
ane of mutual understanding and re-
spect. They must share expericnees and
ideas both good and bad. They must ke
each other Into consideration and give
honest responses. Openness leads 1o
proper sharing berween the team.
Friendship is also important. Mot ‘buddy
buddy,’ but one of personal concern for
euch vther and their family,

My commander and 1 undemstand
euch uther's hobbies and what's impor
Lo in our lives vulside the Army, This
hielps us 1o better understand where the
wther is voming [rom,

RESPONSIBILITIES = These are
well defined in AR 600-20, The com-
mander isresponsible foreverything and
the fst sergeant implements, Share
tasks. Do il o any manner thal s com-
tortable for both leaders,

As first sergeant, T have taken the
task of monitoring weight contol, the
PT program, awards and NCOERs and
building aod lawn maintenance, The

commander’s mamn focus is on training,
These may seem like the fraditional roles
hut the mast important point is that we
divide the reaponsihility and share the
lnad.

LOYALTY — This is the element that
bonds the team. Loyaly to and from
each other must run deep. There is un
questionable loyalty berween my com
mander and me, We understand and
support sach other, We openly discuss
any problems we have and don't back
stab or back door each viher,

DUTY = This is professionalism at its
best. Ireflerio GEN MuacArthur'sspeech
“Duly, Henor, Country.” Both the com-
mander and liest serpeant must be lruly
professional and sel high standads,

It"s not wocomumon for our conumaind
team tocome towork carly and stay late,
Clne element that cases tensions earlyon
18 to know vo can call on each ather at
any time and receive full support unlil
the missinn s complete.

GOALS — Short term goals must bae
cstahlished carly along with the long
term goala. These goals could Tast into
thenext change of command. Rt sciting
these goals does pay off.

My commander set a long term
goal of a snecesaful first gonnery for
the campany. The shart term goals
woers tolock increws carly to cnsure
cach has high 1ICOFT scarea,
have a good home stat-
tivn gunnery and walk
away from SIMNET
willh gach crew confi-
dent they could hit wr-
peels and maneuver us o
platown on the ground,

Well, we sturted out
great, but ended
up on Table
VIOI Out on
vur  laves,
Picking  up
the  pieces
and knowing
the company

was trained, we rebuilt conhdence that
Jable X1 would be ours. In the end it
was. lwo platoons qualifed  dishine
guished and ane qualificd superior. We
reached our long term goal os a result of
short term goal accomplishment

A& command team forms if 4 com-
mander and first sergeant work ourt the
five elements discussed. That team hasa
sense of direction and duty built on
mutual trust and will assist each other in
accomplishing their mission,

In addition, 1t will be a soldier (o sol-
dier relationship that lasts throughout
vour military career as well as your per-
senal lives, The team altitude will allow
v both o lead your company and sue-
cesslully lake care of yowr soldiers and
lead them where you want them to go.

Watters is P50, Ca l, @l D, 1200 Inf {5t
Armow Ly, Hawmbalder, Germony.

e S e Ry
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By SIFC Roh Roier - 1 -

 The relationalip between 1he officer and nandonmis-
sinned-officer sets the atmasphere of the unit, be {ra squad,
platoon or company. When does the process starr?. v stares
when yoi loak them in the éye, shake thei hand and wel-
.come them aboard..Listen 10 what they hove 1o m;.r (tn]ﬂnl
inhriﬂf,i and then have your heart4o-heart talk.
Sometimes the' elationship.may be pefcéived as an nr.'L
‘-'&rsﬂrlul nne.w]th toleration on both sides belng-a dominar

g factor. Crer Enger or lnnrpaﬂannef:l officers often v to '
s ranks from being a gunner o Howitzer section dhiled, gun-

‘muddle through taskings, sometimes messing things up, -«

while {Heir i!udlqatnd sergeants 1y o offer advice and r,uil.l i
Foeh © b iy opportunity fo work with good officers and vonvert
The safne holds Lrue for ROOs: Thur-: umuﬂ"uwu in lll:

anvy (o keap them Grom falling on their sabers,

- field who are just super dud there ate some oul there dis-
playing & conlempluons attitude towauds NCOs,

s obwious tiat somewhers, somelime, an NCO lel. lh.ul
affices down, That's right, a bad NOO dropped the ball. It
only takes ong bad NCD to- tuen an plhtf;r.agmust the'

o RolpE
The main ulh:nt of tlus it ln,la: is to k.mdln s0Ie sdul

\ s:nrchmg and self assessment on both sidss I '-;lﬂ' ey qud noi- !
2 cu:-nmuﬂmnw.ﬂ of the lioose,

" The Vicknam War hmduccd some ||¢gahm: tftti.li oL l|||:
:’nm) s NCOY Corps. Sergeant Major of the Arary William
A Connelly, in an address beforé a TRADOC Command — +

:}-rgmnt; Major t,qﬂftrmct at: bi‘vannah Georgia in Mo-

vembar oF 197] exprassed it thiy way: -
-~ The gears.of Vidtnam saw a c!-:clme in the mh: of the

N, Dxfficers took an many jobs fm'mcrly given to NCDSs, L

perhaps I:nrausr of 2 Jack of Tajih in mhnrdmatca o pere-

haps beeause many front the ‘afficer factorics’ of the bs -

, wonld have prifornod 1o he NOUls i a morg. Tiﬂfmai firtie
and falt more corfortable daifig the ‘runﬂlng af the eul-
fun, ‘-"u"lnnmw alsa thf'hrnu:' for the Sinstant ]'\Cﬂ gradu-

- Ale of 'enmbat leader eolrses’ which furmed ot a ataff ser-
geant with, Ic-rug. than she months' gorvice.” Fle wént on 1n sy
That there i not now—nar was Ihere ever—any ﬂurh r_hmg aq -

an “insiant NFH fiar Thet main mgrndlr.nt nrpcﬂrnm Wiis
missing."

Lonking hack 0 tha[ time, af which I Enug'hf thc wil end,
the train of thaught was thar officers hiad "nsurped” NCO -

n
1

. l'mppniibilitics. It stemmed tioim the NfIJ choosing to ré-

Imiguish some of that rcipmml:-mtr th thaf otficer. Inan
¢saay titked, “IThe Corps of Nnm&nmmiumd CHificers,”
Hinhiridge wiote what should be Ig‘uh:iu:- fior all NCEVOIT-
cor relatinnghips. ' 1 - '

*Na afficor ever 'mnk Anyrhing awpy frnrn the NCO-——it
wiis simply piven away; The good NCO hos never heen short
in canfidgnee, sither to perform the misslon neio infarm the

superior thnl hﬂ Q- q‘he wia lnlf.'-rfn:ring with tmduinnﬂl "-IL‘I{‘.I AR

husingss,
When fan NCC) chose 1o ra]lnqujnh S0Me e mP;nqibillgy i
o commissioned officer, he or she tuughran offfcar thata -
y m:-rgmnr couldn't or wouldn't perform a certain 1ask.” ;
- Durfng rhe last 18 years, 1 hove rogressed through the

nery sergeutt, platoun sergeantiehief of firing battery. 1' ve

the aiher ones, It ook some blood, swenl and gy, ] ]uum 5
Ihr.r;, remember me and pur pecomplishinents, it

I ypu're i a situation where your relatigiship with your
uﬂ'tc-:; isn't ds good as it should'be, then il's tine o cheok '

- Appendix E of FM 25-100, which pertains te assessment;

You have (o ask some hard questions. What mu:.rwnmt'-
r';ldl.u.umhlp status with my officer? Is it geod? Can il be ims,
proved? Or can it be cotistiued as a Low Intensity Contlict'!

The questions (o ask yourself are. What we py wek-
points? How do Limprove this siea? Der | need outside «

* help? Thea dalk (o your officer, He will nol think poouly of

you, My platoon leaders didn!t feel that way aboul e Theu
msight coupled with guidatce from v fist mrgc'-qnt'hl:lpm s

toimprove anid develop my leadership ability.

i iy Telationship there ape pmhi-um arabstn 1dcnn.f;f ;
and avoad, Jifm afe just a-few: Hécoming tnin familu;r Tiky
using “first names,” especially during the workday; off duty, -
out of uiiiform, thm}w hiwe 1o sel your own roles of dne
gagenent, Pride can be o gnndfhmg 1o Biave, but too much

. tan. cloud vour judgment arslant yoor thinking: Miatakes

happen every day: Forgive' pnd forget, but don't make the
same mistake twice, Constmictive eriticism helps to buil.

- and solidify thé tesm concept: Being thin-skinned wan't halp
the process. Crikcism -‘.pﬂul-:lm With compassinn, common:
sohae and tact will go i lang way to improve the hond he: -
twedn the officer and the MOO. Failing 1o think befare you
aay sarasthing (s one of the quickest Ways 1o pooh pachin, -~
¢ your mess kit 8o cngage your hl']lll'[ hcfnrfr]mu ke :.-nur e
rmur'n mmfrr&wl lodk. - i s e
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A gmd nmner and NC'U minﬁmship lmpmw,-.s ynu: unit

i ~ morale, planning ahiht:-r and mission accomplishment. The i
nutrpmg'cummnd element. .
-Good relationships take some time to develop, There are no

- trpops berefit from !:wvma

~ quick fixes. | hope I've kindled some $oul searching and
caused readers 10 assess or redssess their working relation-
ship with their NCO ornff icer. Different methods can be

“+used. The objective is to create a better working relationship

between NCOs and officers, which increases unit readiness

~and allows the mmmnnd tnam m :uulm: into n cmnhat mul-

tiplier.

Rosier is a field mmthy admar to tﬁc Nﬂv '.!'Eiri:Amga Nation-- .

'afamt.-._

| i

What Oﬂ‘lcars Expact
- . From NCOS

] I Loyaim hanestj? &nd rrus’t oz

. Taohmcai and taaric&# prnﬁc."ency

_ ES Takeahargaatﬁtuda St "

= Sﬂund énd t:mefy decfsfﬂnamakfng

‘. Gonaem and care for soidfem‘

: What NCOs Expect _

"~ From Ofﬂcers
. Layafm haneslyﬂnd r,rusr

= Ff&ﬂbffd}'

= Saund and ﬁmaiy damsron-makmg
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My L.

By CSM John D. Woodyard

If you've been around the Army for any length of time, you've heard a platoon
sergeant speaking of “My LT”. These words can be given any number of inflections
to convey any number of emotions: pride, respect exasperation, etc. It's important
for that platoon sergeant to remember that the “LT's” performance reflects not
only the platoon leader's abilities but the platoon sergeant’s abilities as well.

The earliest level of direct NCO/Officer relationship is at the platoon level, and
it's here that foundations are laid and relationships formed which may last through-
out a career. We can sum up the essence of this relationship in four “C's".

It's essential that the platoon leader and platoon sergeant begin with a common
goal, If there is any question, the goal is simply good training, mission accomplish-
ment and care of the troops. Orientation toward this goal begins with genuine,
mutual respect—a recognition of the training, abilities and aspirations of each lead-
er. It doesn’t include an unhealthy preoccupation with personal rewards, evalua-
tions or what “the boss" is going to think. If either of you is more worried about
these things than about the mission and the soldiers, resolve it immediately or get
out of the leadership business. Your soldiers will recognize and “tune out” a phony
in a very short time.

In order to build cohesion, you should be seen together often (but not always).
Some important places to spend your time are: the motor pool, training, sports, unit
social activities and the dining facility. (If you want to get a true idea of how your
soldiers eat, check the evening and weekend meals, not weekday lunch.) Prove to
members of your platoon that you care about them as individuals and that you care
for them as a team. You're not supposed to become buddies, but you must work
together. Finally, ensure that the troops can’t get around one of you by going to the
other.

Platoon leaders and platoon sergeants must communicate. Good communica-
tions doesn't happen all by itself; it requires constant, conscious effort. Both sides
must work at it; one person can’t communicate. One of your earliest sessions will
include your NCOER counseling. At this time, discuss who's responsible for what
and ensure that neither can abdicate responsibilities. Set guidelines for how you
will deal with routine business and how you will react to anything out of the ordi-
nary.
Talk, talk, talk and listen, listen, listen, Then add some more “listen.” Both of you
should listen to guidance and directions from above, listen to your soldiers and to
each other. Set aside time each day to discuss training, activities and problems. Be
sure to include time for brainstorming—sounding out new ideas and improve-
ments,

As platoon sergeant, you must be constantly aware of your role as teacher to
your platoon leader. In most cases, you will be older, more experienced and more
established as a leader. Your task is to convey your knowledge and experience to
your lieutenant without being condescending or disrespectful. And remember—
you're never so knowledgeable that you can't learn something new for yourself.

The next aspect of communication is so important I almost give it a “C"of its
own., Meanwhile, timely counseling is absolutely necessary to maintain a motivated,
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disciplined, smooth-running platoon. Counseling—to include rewards and punish-
ments—is integral to caring for soldiers. In fact, it's as important as good training
and good equipment. You and your platoon leader will work together to establish
realistic, recognizable standards. Then, you must correct soldiers who fall short,
recognize those who meet the standards and reward those who exceed them. It's
not necessary for you to sit together during the counseling session, but you must
counsel and you must communicate the results to each other,

As an NCO your professionalism should present a constant challenge to your
platoon leader and to the soldiers assigned to you. Every day, you set the example in
appearance, physical fitness, dependability and attitudes. If you slip, you give some-
one else an excuse to slip with you. When it comes to common task, MOS compe-
tence, weapons or general military knowledge, you must be the most proficient
soldier in the platoon. If you're doing all of this, you will earn the same respect [
heard in the voice of a young licutenant a few days ago. He told me, “*When [ screw
up, 1 don't worry about what the commander will say; I worry about what SFC
Jones is going to think of me. I hate to let him down.” Such respect does not come
with the job; you earn it.

The final “C™ I call cover. Be careful not to give this one the wrong connotation.
Cover does not include covering up breeches of integrity or deliberate wrongdoing,
It does mean that you create an environment where your lieutenant can make mis-
takes, learn and grow. You begin creating this environment by demanding proper
military courtesy from the platoon members towards their platoon leader.

You must understand and weigh the relative inexperience of young officers in
contrast 1o the amount of responsibility they carry. In addition to the platoon, most
lieutenants will have a number of additional responsibilities. Most young officers
need help managing their time. Teach them how to prioritize, plan and delegate.
You will know that your leadership team is working well when their time is not eat-
en up with the routine running of the platoon.

Everyone makes mistakes. Lieutenants make their share. Your job here is two-
fold. First, make sure they learn from those mistakes, If a mistake is repeated, pro-
vide firm, pointed instruction to keep it from becoming a habitual problem.

The Army has done a superb job in recent vears of teaching NCOs to train sol-
diers. We have placed less emphasis on the vital task of teaching young officers.
However, if you're new at this business, help is available. Your best source is prob-
ably your first sergeant or an experienced, trusted platoon sergeant. Also, keep
your eyes open for a commander or staff officer who works well with NCOs, This
indicates a good first experience and chance for you to learn about the relationship
from another angle. The 22-series of leadership publications provide another valu-
able source of information.

As you begin working with “your™ LT, your first concern will be to provide the
very best leadership possible for the platoon. But at the same time, you're training a
future commander or staff officer and making an impression that will influence his/
her relationship with NCOs for years to come. You have a big job, platoon sergeant;
gettoit,

Woodyard is CSM, 84th Ordnance Bn, Muenchweiler, Germany
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Q. What does it take to develop an ef-
Sfective working relationship between
the NCO and officer?
1SG Hand: Establish trust between you
and your officer. Then sit down and ex-
plain what your experiences are and go
over the unit’s mission. Share each oth-
ers weak and strong points and be will-
ing to train each other going into the job.
156G Molinar: Open and honest commu-
nication between the commander and
first sergeant. Trust each other and there
won't be any problems.
CPT McKay: Be open for communica-
tion and be flexible, particularly if you
are new going into the situation, It's very
important for that new person to be
openminded and not to make judg-
ments. Rather than (just) observe, listen.
MSG Brumfield: Through mutual trust
and experience—which will grow over
time with you and your officer—and
trial and error, you'll see how the other
reacts to different situations. Keep
communication open and honest.
LTC Eaton: Trust and communication
are important. Only now am [ getting to
the point where I'm the same age as the
NCOs I've been working with. So, 1

would say officers need to exercise con-
siderable humility and understand that
the NCOs they're paired with have a
wealth of experience. They should be
willing to draw from that. The officer has
to be a receptive fellow in the process.

What is the most common “stop-
per"” for NCOs and officers in estab-
lishing an effective relationship?

CPT McKay: Working independently is
a very critical stopper in building a com-
mand team. Officers and NCOs who
feel comfortable with a micro-manage-
ment style and believe their way is the
only way (to do things) put a big stop in
forming an effective command team.

MSG Brumfield: Lack of communica-
tion as well as talking rank-to-rank ver-
sus soldier-to-soldier. There's experi-
ence with the NCO... and it needs to be
capitalized on. Rank-to-rank turns peo-
ple off, it's a definite stopper.

Q The NCO and officer share a com-
mon goal - accomplishment of unit

mission — therefore some responsibilifies
overlap and some are shared. What are
some ways fo determine what is NCO
business versus officer business?

Walking

CSM Robinson: We all need to know
our individual responsibilities and |
don't think we know that across the
board, Often NCOs and officers don’t
know their primary responsibilities,
Duties overlap, and you have to sit down
and talk about the commander's guid-
ance and about boundaries. As senior
NCOs, if that relationship is intact, then
we also have input into his policy and
guidance. Again, that comes about with
a good command relationship built on
honest communication....and being able
to disagree without disrespect.

SFC Gerena: My lieutenant and [ un-
derstand the shared responsibility. [
must have a general understanding of
what his duties are. He understands my
responsibilities because he's tasking me.
At times we must check each other out
to make sure we're not crossing over
into one another's business,

Do you think NCOs and officers are
Q “walking the talk" on building their

relationships?

CSM Robinson: | would say no. Some-
times we're not even talking the talk—
for a number of reasons. Again, you
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and Talking the Talk

must know your individual responsibili-
ties. And, we need to start the education
process on both the officer and NCO
sides at an earlier stage in their respec-
tive careers. There used to be a greal
disparity between the education levels
of officers and NCOs. That's no longer
true. Now we're talking about bridging
the gap in education credentials as well
as experience. Also, we need to think
with a “team attitude.” I enjoy my rela-
tionship with my commander because
we can sit down and brainstorm, throw
ideas around. We make it a team effort
based on mutual respect.

LTC Southerland: It (walking the talk)
is working much better at the senior
grades. We're still having problems
down at the captain, lieutenant, staff
sergeant and sergeant first class ranks in
being able to cross that bridge and do
the things at the level we need to.
Education and training is having a big
impact on our Army, but I don't see that
concept visibly displayed until you start
getting into the senior grades.

CPT McKay: The Army's such a transi-
tioning society that it’s important to con-
tinue training. But as far as folks being
educated in this (NCO/Officer relation-

ships), they aren't. Particularly at the ju-
nior NCO and officer level. Consider a
second lieutenant who comes right out
of college, into a basic course and then
into a unit. What is lacking across the
board is that they (new officers) aren’t
taught to look at an individual and the
experience they have. Many new officers
receive some training in what NCOs
are. But these classes are taught by offi-
cers, These new officers are younger
than the NCOs they lead. NCOs should
teach their roles to these officers. Also,
leadership skills don't develop in a vacu-
um. Individuals must possess some in-
nate skills. New officers have an educa-
tional base but lack the experience. In
order to bridge the gap, each group
needs to better understand the other's
role. This enhances the professional
relationship and allow the team to bet-
ter ‘walk the talk.’

0 Many of our NCOs are exiting the

ranks, at all levels, and doing so for
different reasons (ie., RCFPs, separation
incenfives, eic.). Are any of you con-
cerned about how the NCO Corps can
mainiain the continuity that NCOs bring
to our Army and that officers are accus-
tomed fo?

LTC Southerland: I'm concerned about
that, and it's not so much a concern
about the NCOs we have today in the
senior ranks, but those who are going to
come along later—say another four to
five years. What we're seeing here (FL
Huachuca) is the majority of those exit-
ing the ranks are folks at the sergeant
and staff sergeant level. Those are the
soldiers that are filling the gap between
the soldiers that are on the streets today
and the soldiers that are in the senior
grades now. So, I'm concerned that
down the road, as we start moving these
soldiers and trying to fill up the senior
ranks, we won't know where they
(NCOs) will come from.

LTC Eaton: A while back [ had contact
with some Russian officers and their
main comment was the singular differ-
ence between our Army and theirs—
that being our professional NCO Corps
and the continuity it brings our Army.
(LTC Southerland'’s) point is well taken.
We're losing many of the young NCOs,
and officers as well. But, the NCO has
that thread of continuity link to the ser-
geant first class positions. Losing it (the
link) will make it difficult in the future
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and we'll lose one of the singular
strengths of our Army—the continuity
the NCO Corps brings.

McKay: The Army made a good at-
tempt to try to downsize, in a sense, |
believe, however, it could've been dealt
with in more depth. For example, look-
ing at what is going on with the Army,
we haven't looked at the long term ef-
fects. We've actually taken some MOSes
and strangled them to a point where ser-
vices are strained, delayed or non-exis-
tent. When you look at numbers, medi-
cal MOSes weren't hit as hard as others,
but looking at our density what we did
lose hurt. I really don't think they (DA)
considered the long term effect as much
as the numbers (needed to reduce the
force).

CSM Robinson: It appears the long
term effects weren't considered. There
are pood and bad sides about RCPs
(retention control points). There comes
a time when officers and enlisted lose
their effectiveness. These soldiers often
don't have the moral courage to say,
“it's time for me to move on.” So, some-
times the system has to assist them. Not
only that, as senior NCOs, we must look
to the future and do some things right
now that will address those problems.
Such as training and mentoring junior
soldiers that will fill those gaps and ade-
quately prepare them to assume greater
responsibility at that junior level,

2LT Jansen: For the past 15 months |
served as the platoon’s leader and ser-
geant. | had a young and fairly inexperi-
enced sergeant filling in. A lot of things
were his job and maybe he didn't realize
that, even though I counseled him on
numerous occasions, It was a difficult
relationship most of the time, which
strained my relationships with other
commanders and platoon leaders.

SFC Gerena: The biggest thing I find in
platoons lately is younger soldiers don't
have that first line supervisor, sergeant
and staff sergeant, as mentor. The pla-
loon sergeant isn't always there. In our
changing Army many squads are being
led by young specialists and PFCs be-
cause the sergeant and staff sergeants
are gone. That leaves a large gap be-
tween the soldier and the platoon ser-
geant, The platoon sergeant can help
develop those younger soldiers, but we
still need that middle NCO who keeps
the continuity.

0 Whar do you look for or expect
Sfrom your NCOx?

LTC Eaton: The greatest thing 1 need
from an NCO is the leadership traits
that soldier can bring (to the position). |
need that NCO to deal with soldiers
with as much respect to them as pos-
sible. I tell NCOs to apply the Golden
Rule: “Treat those young (soldiers) the
way you expected to be treated when
you were in their place.” Establish that
bond with your subordinates. I view that
as a leadership challenge to that NCO.

LTC Southerland: You can take a lot
out of textbooks that you would like 1o
see in an NCO. But, if you look at tacti-
cal and technical proficiency and can
find someone who exercises good com-
mon sense in decision-making and job
accomplishment; takes charge when in
charge; counsels soldiers, good and bad,
understands and assumes responsibility
for caring for soldier families—then you
have someone you want.

CPT McKay: 1 like my NCOs to talk to
me with honesty and openness. Tell me
if I'm wrong. The key to a (strong)
NCO, particularly in the technical field,
is knowing their NCO responsibilities as
well as their technical skills. Often we
find where a soldier is very good techni-
cally but they forget they wear those
stripes, too. They forget the leadership
traits and skills and the total Army con-
cept. | look for an NCO who does both.

What do you look for and expect
Q Jrom your officers?

SFC Gerena: The biggest thing I've al-
ways seen is loyalty and confidence. My
lieutenant is honest and true 1o his
word. He keeps me well informed. 1 find
that officers who don’t, sometimes are
lost.

CSM Robinson: You can't say enough
about honesty and dialogue. I look for
an officer who...isn't afraid to make de-
cisions, is there to provide the leader-
ship and guidance, cares about soldiers
enough to say ‘good job,’ is innovative,
meaning looking at where we're going in
the future; knows that just because
we've done it that way doesn't mean we
must continue; realizes that two or more
heads are better than one; is respectful,
for opinions and input, and is willing to
listen to and accept alternatives and
suggestions for resolving problems.

ISG Hand: I expect them to share the
same genuine care and concern for sol-
diers.

158G Molinar: My commander knows my
strengths and weaknesses and provides
me the guidance I look for and need.

MSG Brumfield: [ look for mutual trust
and openness. You have to have a work-
ing relationship where initiative is ex-
pected as well as demanded. Mistakes
must be treated as a learning process.
The ‘zero defect’ Army doesn't cut it. I
need someone 1 can count on for guid-
ance, not micro-management; who ex-
pects and demands high standards of
me, but is going to be fair at the same
time.

If you could share one piece of
Y advice to another NCO and officer

entering a command team what would
that advice be?

SFC Gerena: Keep an open mind and
establish an effective line of commu-
nication.

158G Hand: Listen to your NCO support
chain and your soldiers.

CPT McKay: Come into your new posi-
tion with all the positive energy you can,
Share advice, mutually.

MSG Brumfield: Sit down, close the
door, work out problems, define duties,
etc. Then work on a trial and error ba-
5is.

LTC Eaton: Get in the NCO's head. Find
out what he can do. Develop that soldier
to soldier relationship with your NCO.

LTC Southerland: Sit down and talk
right away, and not in a one-way con-
versation. Discuss mission, goals, re-
sponsibilities, expectations, pet peeves,
all that stuff. Sometimes you can't do
that in the comfort of an office. But you
must do it and do it immediately.
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The NCO Corps

More Than the Backbone

As a consequence of the end of the
Cold War, Marshal of the Soviet Union
Sergei F Akhromeyev visited the U. 5.
as a guest of the chairman, Joint Chiefs
of Staff. On a visit to Ft. Hood, Tex., he
observed 11l Corps tactics and tech-
niques of armor warfare that served so
well in the Persian Gulf War.

Upon his return to Washing-
ton, Marshal Akhromeyev's com-
menis to the Army Chief of Staff
about our Abrams tank, Bradley
fighting vehicle and our battle tac-
tics were relatively perfunctory
when compared with one more
surprising observation. He was, he
said, astounded by the role played by
the noncommissioned officers of the
command, They gave briefings, di-
rected activities and answered
questions. They were in charge
much of the day. Most important,
they were obeyed with alacrity
and treated with great respect by
the enlisted soldiers and commis-
sioned officers, alike. In his ca-
reer, the marshal hadn't seen
their like in any army, certainly
not in the Red Army where au-
thority and responsibility rested
only with commissioned officers
and political commissars.

The classical representation of
the role of NCOs has for years
identified him as “the backbone
of the Army,” an accolade that
brings to mind a vision of stal-
warts who guarantee the honor,
integrity, fortitude and esprit de
corps of the force. 1 would not
want to alter that vision, for it is
an apt portrayal of a vital role an
NCO must play; nevertheless, it

By GEN (Ret) Frederick E. Kroesen

has long been my contention that the
analogy fails to portray the far greater
scope and responsibility associated with
the corps of men and women.

In my view, the NCO corps provides
not only a skeleton on which to hang the
body but, more important, the nerve sys-

tem that allows the body to function.
When afinger touches hot metal, nodes
of the nerve system make sure notonly
that the finger reacts but also that the
whole hand recoils. The arm withdraws
automatically, and the brain is informed
so that follow-on action can be initiated.
MNerves dictate the first response,
guick reaction, while allowing the
brain to decide whether to “send
for the doctor” or “turn off the
stove,” or both. It is just that kind
of role that the NCO corps must
fulfill in any successful army.

The fundamental mission of
the NCO corps is automatic
execution of the doctrine, the cus-
toms and the orders of a com-
mand. It is the assurance of
execution that guarantees that an
army can function in accord with
its plans and the intentions of its
commanders. It is the NCO com-
plement of any command that
watches over the conduct of sol-
diers as they do their duty in re-
sponse to the dictates and desires
of the chain of command.

The NCO must also be pre-
pared to substitute for the offi-
cer corps. Every NCO is familiar
with the exigencies of the service
that results in him having to serve
as the alter ego of the lieutenant
or captain who is “not yet as-
signed," who departed before
his replacement arrived, or who
went on six weeks of schooling or
temporary duty. During those pe-
riods, motivation and leadership,
normally the responsibilities of
the commissioned officer, de-
volve also on the NCO. The
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Infantry School teaches lleutenants that
“Follow me!" is thelr creed; when lieu-
tenants are absent, sergeants step for-
ward.

MTinal NCO responsibility, one thatis
unwritten, unproclaimed but real, never-
theless, is the responsibility [ur training,
molding and caring for second lieuten-
ants—and for a lot ol first lieutenants
and caplains, tow,

Must company grade otficers arrive
in a wnit 1o do a job for the first time.
Most NCOs go through cycle after cycle
of new leaders. The imbalance in experi-
ence is significant (although, nhviansly,
first sergeants are first-timers at same
time also), and it is the NCD who must
restore it. With full awareness of the
need for tact and diplomacy, he must of-
fer advice, prevent disasters and inenr-
parate the afficer intn the team. The
I.T's role i demanding, for which no for
mal rraining is provided. It should also
he a very satisfying role because in the
officer corps, the good ones never (orgel
the NCOs who guided them o success,

The NCO Curps has grown and ma-
tured in its role in the past 50 vears,
World War [T saw good NCOs spread
very thinly through ihe [oce, Ii

was only the lucky lisulenant vr caplaio
who found a platvon sergeant or squad
leader or firsl sergeanl who was pros
fessivnally competent and more experis
enced than himsell, The NCO Coups got
by on dedication, patriotism and on-the-
julbr training,

[n Vietnam, things got worse. DGiven
the failure to mobilize the Reserves and
the one-vear tour, the Army began tore-
cycle NLDs, particnlarly in the enmbat
arms. Manvwho returned Fram Vietnam
found themselves ordered to return in
nnly §ix 1o ning months. Reenlistments
dricd up and the “instant NCO" courses
hegan. “Honnr graduates” from basle
rraining were selected for sk more weeks
nf training designed to moke them ser-
geants and staff sergeants. They were
good soldiers who performed yeoman
service, but they weren't truly compe-
tent, knowledgeable NCOs,

Onee again, the officer vorps, isell
suffering from the same personnel mans
agement pulicies, found itseltlacking the
skeleton and the nerve system it needed
to make the body function.

Commanders recognized that NCOs
needed schooling and training, which
spawned NCO academies and other ad

hoc activities. This attempt at schoaling
wasn't made until the 1970s when the re-
sources were finally committed for the
NCOES of today. In my last assignment,
as commander in chief, LIS, Army, Fo-
rope, 1 commented to a division com-
mander that the Army was truly hetier
than we had heen just five years hefore,
and the principal reasan for that was the
greater professionalism of the MCOs,

In these daysof shrinking budgets and
cuthocks in structare, it'smandatory that
the NCO Corps' vital role be recugnized
and assured of continuing viability, The
Army's only guarantee of remaining a
collective, responsive budy, able (o lunc-
tion professionally in the next interna-
tional crisis, will be the performance of
its total nerve sysiem, vperaling out of
that cord in its backbone.

[Condernsed from Army Magazine, Sep-
tesber 1992 pe ML @ 1992 and re-
printed with  Assoctation af  the [LE
Ary  permission. GEN Frederick 1
Kroesen (Ret) is farmer commander-in

chief, LS. Army, Furope. |

“If we value the NCO Corps we will:...”

By LTC K. B. Anderson

I'd like to congratulate GLN lreder-
ick J. Kroesen, (Ret) on his fine article.
1i’s heartening to know there are *four-
stars” whounderstand the burdens of be-
ing a good NCEY

GLN Kroesen adeptly deseribed the
numerous and complex dutics charged
te the Army’s frontline supervisors, and
he carrcctly explained theirimportance;
they are indecd the key element in the
military’s system of getring rhings done.

While T whalchcartedly agree with
GEN Krocsen'sideal of the NCO Corps,
1 disgagree that we are there. A a former
NOO, T know we haven't yet fully re-
rurned ta the concept of “officers com-
mand, but acrpeanta run units.”

We have higher caliber ond better
schooled MOOathanwe did hefore 1970,
hut today’s sergeants don't display the

same initiative and responsibility. The
fault is purs. We officers hoven't given
the NCOs the independence and author-
ity to develop. .

Officer  inflation s exacerhated
when we fill our staffs with majors and
licutenant colonels because we feel
they're neaded to deal with the other
majnra and lieutenant eolonels. In some
instances, NCOs hove skills that make
them bherter suited than officers. My
hoss recently bemoaned the prospect of
having another leutenant colonel as-
signed and said, “I don't need another
colanel. 1 need a couple of NCOs!™

If we value the NCO Corps we will:

[ Give NCOs responsibilities equal
to their abilities and the authority W du
the job. We will allow freedom to Jearn
and won't over-supervise, Every tusk
does not require an officer in charge.

[} Decrease officer/enlisted ratios.

7 Ouit looting quality from the
NCO Corps to fill the ranks of warrant
officers. This is purticularly (rouble-
some in my field, Special Furces. We
often wonder why we dun't huave as
many take-charge leam sergeants, Sim-
ple; they're serving as take-charge team
warrants,

7} Pay NCOs what ihey're worth. A
command sergeant major with 34 vears
ul service receives the same income as a
capiain with Len years, A sergeant first
class with 14 vears makes the same as a
first lieutenanl, A newly promoted ser-
geant only receives aboul $100 more a
month than he did as a specialist four.

fLener from LTC R. B, Anderson, Camp
HM Smith, Howuii, reprinted  from
Army Magazine, Nvvember 1992, pg. 1,
@ 1002, with  Association of the U5,
Armmy permission. |
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I's time to get off the fence and get...

Back to Basics

By CW2 Philip Hambrick

We olfivers ollen find ourselves “sit-
ting on the fence™ when it comes to clos-
ing the relationshap gap with noncam-
missioned officers. Seeking their advice
might be viewed as incompetence. On
the ather hand, not secking advice might
mean making an avoidahle miskake,

Yemng officers often face thia dilem-
ma. Twas fortunate. My enlisted as well
ag aenior NOO time better prepared me
fovr my transition i the aviation warrant
officer ficld. That experience has al-
lnwed me to hetter relate 1o the soldier
and appreciate the jobs they perform.

Am I saying that officers that haven't
had this prior enlisted or NCO experi-
ence are no good? No, I'm not. I also
wouldn't suggesi thal they should (st
serve us enlisted soldiers, It sounds like
d pood idea, bul it's nol & leasible one,

Whal 1 am suggesting though, is that
the Officer and NCO Corps get back 1o
the basics, We konow that NCOs are re-
sponsible for knowing what it takes to
gel the job done and how to freat sol-
diers, Getling the right equipment and
training sites are known officer respon-
sibilitics. These arc but a few, There are
many more responsibilitics and all vary
according to the level at which they're
performed, WNot knowing and under-
standing these roles and responsibilities,
which are the basics, causes the gap in
the relationship between the two corps.
I think we need to get back to these bas
5iCs,

These hasics often aren’t known to
junior officers and NCOs becanse it
isn't tanght carly in their carecrs. War-
rant officers, for the most part, are more
fortunate  than  their  commissioned
counterparts in that they are seleeted ta
the warrant grade hased on their en-
listed expericnce in a particnlar field.
[Cine exceptinn is the aviation warrant
candidate who, if qualified, ean go 10
flight achonl afier graduation from high

schinnl.) These eandidates, along-with—

those allending the olficer basic course
aller college, do not have the prior ens
listed service experience (o benefit
from,

After these two courses, these young
atticers are blessed ar cursed—depend-
g on how yom look at it=—with the
‘power of authority’ before they ever
really learn its value. FEnter the senior
MO0, or the warrant or enmmisaionad
officer with enlisted experience.

My enlisted and NCO time not only
hencfited my progress but allowed me
1o help those younger officers in discl
plining themselves with their new ‘Tank
power.'

I1's often said that rank has its privi-
leges. Burt don't forget that respect given
alsu deserves respect, My success wilh
soldiers has been in remembering the
Gulden Rule; Treal soldiers will the re-
spect and dignity you would expect to
get. Make them feel their job is just as

imporiant at their level as yours is at
your level, Gel (o know what their roles
and responsibilities are and make suce
they know and undersiand yours,

While there are advaniages lo having
furmer enlisted lme, I've also found a
disadvantage il one is not caretul, I've
potlen “tunnel vision™ because | was s0
busy learning about my otficer business,
responsibilities and adjusting to the new
‘higher authority’ that my vision for anl-
diers became tunneled.

This happened heeanse T goat eom-
fortable with "when 1 was an NCO, or
platoan sergeant ten years ago...” Times
change and sa do regolations and poli-
cica. Some of that NCO experlence will
always be good, but some will not. En-
ter the senfor NCO, once again. That
WCO can bring you up to date and give
vou “fresh” advice on how to handle sol-
diers and situations, All you have (o do
is seek that advice.

Turning to your NCOs [ur advive
shouldn™t make you leel incompetent,
Our NCO Curps is well educated, both
in military and civilian fields, The
NCOs job experience, coupled with
their education gives officers hetter
qualified NCOs from which to scek
techmical, managerial and perasnal ad-
vice.

Again, I feel fortunate that T had ex-
perience in the NCD structure going
into my warrant afficer position, How-
ever, if I hadn't had this expeticnee, 1
wouldn't—and still don't—hesitate to
call on my NCOs for advice. Fvery ju-
nior, and some senior officers need 10
rememhber that, Also, junior afficers and
NCOs nead 1o seck each other out and
cammunicate to cach ather, soldier-to-
solldicr and not rank-to-rank, about the
hasica T mentioned earlier. And the
Army necds ta ensure these junior lend
cra get taught carlier in their careers
ahout the NOO arructhure.

Thelicve that elosing the gap berween
NCO and officer relationships atall lev
cls is based an understanding the per
aom(a) and respecting them for the job
they ore tasked to accomplish. Remem-
ber, the real power comes from knowl-
edge, not rank. It's dme o “get off the
fence” nnd joln the team—the NCO and
officer team.

Hambrick is assigned to Co B, 7/15%h

—AV Bn, Giebelstady, Germany,
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To build effective command teams, officers and NCOs need (o speak

A ‘Common

By CSM James E, Skellivn

The “log ol war” demands that officers and NCDs speak a
“common language” if they are to build "Command Teams™
that function effectively.

However, the prafessional development brack of officers
and NCDs don't always ron parallel. Tack of parallelism in
some arcas can result in miscommunication, which can pro-
duee misnnderstanding herween officers and NCOs about
their respeetive reapongibilitics and wsks.

The awiftneas of events in the applicaton of the AirLand
Rattle Doetrine tn achieve objectives and the necessity for
speaking a common language horizontally and vertically are
critical ot all levels of command. Subordinate officers and
MCOs at every milestone must know the commander's intent
if the war Is to be won, for there will be no time [or mistakes
due o poor communication between key leaders,

Undemstanding lubricales communication Qow, which al-
lows combat, combal supporl and combal service support
units o synchronize (their missions o a timely manner,

Baron von Steuben, founding architect of our Army, in
1778 churgedevery sergeant major to know the internal specit-
ies of his wnit. His guidance applies even more pointedly in
loday's highly technical Army.

With the numerous units in the Army, officers and NCOs
must know the *mission=technical” language of their own or-
ganization and the organizations they suppart. The mission-
technical vocabulary includes those words, phrascsand jargon
used daily by specitic specialitics. Linderstanding the Army's
basic language 1s also essential.

Internal organizational goals are better attained when offi-
cers and NCOs reflect parallel professiomal development, Tn-
dividual values are synthesized as whole organization valocs
when experience and mulitary education are. similar. A unit
with a common set of values speaksa commaon languape, which
expedites fulfillment of unit goals.

How decs military training compare herween officers and
MNCOs? The afficer at (O/RC learna hasie lendership and skill
level nne, rwa and three tasks. This training compares to NCO
educatinn development at PLDC and BNCOC, The officer
education system complements asslgnment policy while bal-
ancing the officer’sgeneral managerial developmentand tech-
nical eompetence in assigned specialties. PLDC and BNCOC
prepare NOOA for attendance at ANCOC and assignment as
platonn sergeants. Generally, the professional development

Language’

However, the platoon leader’s lack of ficld expericnec can
result in a misunderstanding conceming nfficer-NCO respon-
situlities and tasks. Thismisunderstanding is partly fostered by
the fact that the twa education systems exclude teaching the
nther'a responsibilities. There have been attempis o currect
this problem.

The U.S. Army Military Academy, for example, includes a
one-hour block of instruction vn the duties and responsibili-
ties of the NCO, Ii's given by an vllicer— nol un NCO —dur-
ing a cadet’s freshman yeuar, Much ol the lraining received by
an officer is the same reveived by an NCO, However, the two
train separately, each in his vwn system of education.

There's been o delimbe inprovement over the years in edu-
valing NCOs ubove the specialist and sergeant level. A sub-
slantial gap still exists betweenotficer and NL D edueation ays-
fems al company level, despite the existence of NC0)
academies since World War 1L

For example, the st Sergeant Conrse provides a five-
week, branch-generic program of instruction, gearing o ser-
geant first class or master sergeant for firsk sergeant duty at
any company. In ather words, it'a a “go anywhere” course for
first scrgeants.

Cin the ather hand, first lieutenants and captaing are se-
leeted for 20 weeks of branch-specific training ac their
hranch’s home bose. Their educadon is specifically geared w
prepare them for dudes of command within their branch, (In-
fantry afficers at OAC at Fort Benning; Quartermaster ofli-
cers at OAC ot Fort Lee: etc.)

The program of instruction (POT) for the infantry ullicer
ealls for over ong-half of the total classroum hours (384 of a fo-
tal af 748) tn he devoled to combined arms tactivs (small unil
apcratinns) and company/batialion operations. Armor is spo-
ken at the Armaor School, Infanory at the Infantry Schoul, sup-
ply at the Quartermaster School, etc.

This dichotomy in the educational process lurlher widens
the communication gap in the officer-NCO relalivnship.
There's no need for a direct parallel und cerlainly no peed to
combine the two courses, The responsibilities of cach officer
and NCO are different, However, it would enhance cohesive-
ness for the two (o speak s common language if they are to be
a Command Team.

The firstsergeant mustundeistand the reasoning processin
prder to execule activns [ormulaled by his commander or
higher headquartens, The days of vperating blindly on the or-
dersof superior authurity went vul with brown boots, Antono-

tracks are parallel, resulting in o commaon language.
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now ealled forin combar asshown by the trend Inoperation or-
ders. The first sergeant, as the alter ego of the commander,
must understand-—from minute detail o the overall broad
plan - what, when, where, who and how his company is going
1o be employed/deploved in a combar environment.

While the furure first sergesant is being schooled in the cos-
metics of the daily operations of the company, the future com-
mander is receiving intensive training in combat operations
und small unit tactics. Whether the two may ever expect o
speak a common language is open w speculation,

The lirst sergeant and the commander will breach the lan-
puage Darrier when, aller atlending (he lirst sergeant vourse,
the luture st serpeant is able lo receive brunch-specilic lrain-
ing geared to his or her MOS.

Army schools are very pood al presenting the Army doc-
lrine and operation procedures inconducting daily activities in
preparation for combat. However, where does the officer oo
the KOO learn the skills and lechnigues thal make a Come
mand Team. Everyschool available to NCOs and officers isim-
portant. But, nothing takes the place of experience,

Experience teaches the young officer the relationship. No
strict, established rule covers everyrelationship. Generally, of-
hicerssetthe overall policies and standardsof the organization,
concerning themsebveswith the entire range of duties, Othicers
are responsible for commanding, leading, supenising and en-
suring the NOOs carry ot thear responsibilitics. Dificers
shonldn’t do NCDR work for them, However, they mnsk en-
sure NCOIs have the guidance, resonrces, anthorty and assis-
tance nocessary ta do their dubies,

The commander of an organization must determine the ex-
act division of responsibilicy for commissioned and noncom-
missioned officers. Misslon accomplishment demands that the
commissioned and noncommissioned officers advise, assist
and learn from each other toinsure courdinated efforts in their
respective, complementary responsibility.

Officers may attend two other schools for their career Je-
velopment and preparation (or command—the Pre-Com-
mand Course and the U3, Ay War Cullepe, PCC doescov-
ers some of the Julies and responsibilities of the MCO, but
senior NCOs should teach such a class, during several blocks
ol mstruction, throughout the officer’s formal military educa-
tion, Especially impon bant is how well informed the voung lieu-
tenant is upon completion of OB,

It 15 the personal expenence of the officers and NOOs that
validate personal values or philosophies of leadership and
management. These personalvalues of doing “business” mn the
Acmy must be shared between Command leam members.
When perceptions and expectations are claritied through cf-
fective communication, then the job gets done,

The positive impactot speaking acommon language results
inmissionobjectivesand standards beingmet, clearand mean-
ingful policy bFormulation, etfective use of resources [people as
well as matenel) and a stronger link in the chain of command,

Common language promoles common understanding,
which produces uncommoan resulfs,

Skeliion iy CSM, U5, Army Corps of Engineers, Washington,
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Some of aur readers feel...

Journal Sensationalism

ABOUT ASSIGNMENTS...

The article “Securing an Assign-
ment” from your [all issue raised many
questions and evebrows at the Enlisted
Personnel Management Direclorale
(EPMD), Tolal Army Personnel Com-
mand (PERSCOM) and [ assume,
lroughout the Army.

Most of the questions raised came
trom the first few paragraphs of the ar-
ticle. Toensure the article “grahbed” the
reader, the authar used acnsational
journalism techniques, masquerading
apinian as fact. That's unfortunate he-
cause it gave soldiers the wrong impres-
sion of how assipnmenta are made, and
discradited what atherwise would have
heen an informative article.

Since PERSCOM's activation  in
1973, known then s MILPERCEMN,
thousands of eivilians, NCOs and offi
cers within EPMD have committed con-
siderable expenditures in time and re
sources perfecting internal management
systems. These Improvements have en-
ghled Army managers to effectively
manage soldiers’ careers rather than
just moving them through a rigid imper-
sonol system.

By implying assignments are made by
“who-you know,” the author challenged
the Integriry and professionalism of all
members of the EMPD, PERSCOM
team. [ assure you that only the best sol-
diers from all respective career fields
are assigned to our organization, and
we're proud of their ability und dedica-
tion to ensure thal svldiers’ needs are
met while ensuring Army readiness is
maintained,

That may sound easy, bul many is-
sues and programs impavt un assign-

Misleads

ments. It is a wonwmental task bor
branch and CMF managers to ensure
those issues and programs are consid-
ered. Not only must they consider sal-
diers’ preferences and needs of the
Army, the assignment managers and
professional development NCOs must
stay current on unit moves, basc realign-
ment and closure, carly=oub programs,
force modernizatiaon, Army reshaping
policics, retention control points, and
much, much mora!!

The assignment process is 0o com-
plex for this publication, but is covered

in depth in AR 614-200. That regulation
should be within every noncommis-
sioned officer's grasp. 1 urge all soldiers
to bacome familiar with that regulativn
and to contact their personnel services
company or career branch with any
questions.

Soldiers

Our goal at the Enlisted Peraonnel
Management Direetarate, PERSCOM,
is to provide quality soldier service while
maximizing Army readiness. We feel
soldiers descrve nothing less than the
best quality service the Army can pro-
vide,

SOM Dennis Scowr s whth the EPMD in
Alevanda, Va,

EDITOR's NOTE; Perlinps u beiter job of
editing the first puragraph may have clari-

fied the uuihor’s vpinion as just that—
epinion, The second sentence reads, “In

Juct, in an informal survey conducted af
the U8, Army Sergeanis Muajor Academy,

g pronp of senior NCOs " The sentence
shoudd hove been edited fo say, An infor-

ral survey of o group of senfor NCCOls, "
Thix would have been more accurale
since the Sergeants Major Academy itself
doesn't conduct informal urveys and
then state fact or palicy. MSG Plate was a
student in class 39 when he weote the ar-
ticte and he surveyed @ graup aof his peers,

The comments he wrole ahout were fust
that, “percephons from NCOs " which
sway o ey nat be factual

ABOUT HARASSMENT...

A picture is indeed worth a thousand
words, In the case of the nnfarfunate
choice of cartoon illustrabion acenmpa-
nving M5S0 Brenda Hoster’s, “Sexual
Harassment... 1F's No Joke” (The NCO
Jowmal, Fall 1992, pp. 4-5), the negative
messages communicated by the picture,
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in effect, cancel out the positive thou-
gund words in the arlicle, This cartoon
defuses the serivusness of the lopi, (o-
vuses on Abe leasl prevalenl foom ol
sexual harassmend, limits the problem to
a small segment of the Army, and rein-
forces several negative stereotypes.

Lt's somewhat ironic that the carfoon
immediately sets a humorous tone for
the article, while the title proclaims,
LS No Joke”. Clearly, there 18 an ame
biguous message here—a bhattle bes
tween the printed word and a picture.

In my cxpericne as a combat medic
and a farmer Foual Oppartanity Advi-
sor who has served in hoth TOE and
TDA unirs in both capacities, the pre-
ponderance of sexual harossment com
plaints are from women. Repeated sur
veys on this issue over the past 10 years
by Department of the Army indicate
that a consistent 35-10% of Army
women report that they have been vie-
time of sexual harussment, Yel this war-
tvon depicts the male as victim, This
role reversal exapgperates the humorous
impaet, thus detracting rom the serious
messape ol the article, Worse yel, the
primary olfenders (males) are unlikely
o identily with the message and recogs-
nize their own behavior,

Hv clearly depicting the bwo soldiers
in this situation as a female otticer norse
and a male enlisted medic, the cartoon
unneccssarily limits the scope of the
problem and allows many o mentally
divores themschves from it with the ra-
tinnalization that, “it docan’t apply to
i, sines thore arcn’t any wamaen in my
unit.” Tn fact, although units composed
of hoth genders have experieneed their
share. of problems with sexual harass-
ment, anme of The most acrions scxial
hatassment is inflicted by soldiers from
all-male units. Tn my apininn, this car-
tonn helps reinforee the perception that
only units with mixed gender hove o
concern themselves with this Issue.
There is no need to identify the two sol
diers involved with any particular career
fleld. The dury uniform for the vast ma
jority of soldiers (medics included) is
the BD'U.

As asenior MCO in the Army Medi-
cal Department (AMEDD), 1 would
also like to point out that this cartoon
reinforces a number of inaccurate nega-
tive stereotypes associated with army

medical personnel, For a number ol
yeurs, we in the AMEDD lave been
working bard o dispel the myth that we
are unprolessivnal and nol “real” sol-
diers. This cartoon depicts a member of
the Army Nurse Corps behaving unpro-
fessionally toward a subordinate and
violating the Army's standards of ap-
pearance with hair below her collar. In
the waords of chief nurse at one of our
MUDDIAL s, we: helieve that, ™ __the car-
towon used to illustrate this article is in
poor taste and presents oao negative
image of the AMETIT, the Army Nurse
Caorps, and the nursing profession in
general.”

In short, we have a serious problem
wilth sexual harassment throughout the
Army that is predominantly directed to-
ward women. To more effectively rein-
torce the content of the article, an il-
lustration which depicted two soldiers in
BDIUs with the woman as victim would
have more clearly communicated the
nature of the problem and focused all
saldicrs an the solutions in the article.

SGM David W Melntash is with the Of
fice af the Surgean Geacral, Falls
Church, Va.

‘thfs carfaun
datrants
from the
serious side
of sexual
harassment...
and reinforces
a number of

Inaccurate

nagaﬂw staraalym ’

EDITORS NOTE: The iliuvivation
wsedd with that pasticular avticle was done
@ with a prrpase—aot to make Eght af
sevaal hararirient, i to contrast the se-
rinusiess aof iy a form of satire. The
“twint” we gave it was ta “grah” reader
attention to the articlelproblem. Regard-
less of what art or phota rens with such a
sty sawne readers will pass v over any
way Qbvicusly we gor your amention
chough for you 1o write and share some
interesting facis about sexual harassment
which will benefir the NCO readership
even more. In addiion, your lewter points
owl some inveresting mvihy abowr the
AMEDD and Army Nurse Corps that we
weren't gware of,

Because the Army and its soldiers ure

aware af the “common” sexual harass
ment problems, an ilustradlon depleding
stech “eovnmon” Behavior would've been
axpected. What we ran makes you think.
The poiat here I5 thar sexual harassment
af all types extsts in our Army and In the
NCO Corps. It maners not thar one form
is more prevalenr than the other, bur that
we focus on the problem, period. And, our
rrairing in this area showld discuss all
forms of harassment, not only the mosi
corEmon.

Tes the wniforms could have been
BOUr, However, the ariisi keved in on one
of the evamples preceding (he story. It
wasn't imended wy g professivnol or per-
sonad anuck on uny one specialty. Thonks
for shuringe your views with us,
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B Letters to

Hard Johs—Repeat

I commend 158G Bennily on his lecter
about the “hard job” of recruiting. (let-
ter to editor, Fall 92 NCO Joumnal).

Instructions  to  the centralized
promulion boands deline “lurd jubs™ as
syuad leader, platoon sergeant and First
sergeant duties. Time spent as a recruits
er and drill sergeant are important.
These jobs should be done well and then
the NCD should get back to his primary
job skill.

Frojecting the opinion that one job is
harder than another docsn't support the
“one Army” concept. Thore must be
MNCDs in aviation nnita as there must be
first acrgeants in the reeruiting field. For
the Army to function fully, all NCOs
must dn their jobs and do them 1o the
best of thelr abllity.

As for 18G Bennily's statement that
SFC Ferris (letter wo editor, Summer 92
NCO Journal) obviously izn'l one of the
Army's top 10 percent because he'd
never been a recruiler, I'm here o el
you that being a recruiler =o'l (he mea-
sure of where an NCO stands wilthin the
Army, It's a measure of an NCO fhat
wished (o Luke a different challenge. 1t
doesn'l consider those who choose (o
stay with their primary skill. There's no
single yvardstick with which o measure
the quality of an NCO,

My suggestion to 150 Hennily might
be similar to the one he gave ta S51C
Ferns. Let me know when you come
back ta doing the joh that yoo jained the
Army For and left the recrniting fizld,

LSM Halford M. Dudley
Fort Hliss, Towas

“No More” Hard Jobs

I find it hard to believe that “profes-
sional” NUUs have nothing better to fio-
cus their energies on than who has the
hardest jah.

I believe cveryone would be better
off and make a more valuahble eontribu-
tion ta the averall Army mission if thoge
NCOs wonld warry abont their perfor-

the Editor

mance and not whether their jub is one
of the hard ones. As far as hard jubs,
there are both physivally and mentally
hard jobs, Each job is hard because a
goud professional NCO works hard and
slrives [ur perfeclion regardless of du-
ties, I tend (o gquestion an NCO's profes-
sionalism when he/she openly belittles
and downgrades a fellow NCD. This
whole thing 18 nothing more than a dif-
ference of opinion and as everyone
knows, apinions arc like _well, we all
have one.

The simple solution is for all NCOs
to take pride in what they do, do the best
they ean and let the athers do the same.
After all, professinnalism is contagious.
For those ehildren NCOs—do the rest of
the solid NCO Corps a favor; retire or
get out and tell your war stories to
someone who doesn’t know belter,

SFC Gary Ouden
122d US ARCOM, Litlle Rock, Atk,

Reasons Lo Serve

Tread several inspirational articles in
The NCO Journal, summer 1992 edilion
written by individuals cuncerned with
the impact that Force Reductions will
have on military Tamilies and soldiess,
We must consider how the force reducs
lions and the initiative to do more with
less will change the lives of service
members and their familics over the
next Five years.

As with any form of restructuring
there are stress factors that find their
way into the process of change. There-
fore, an educated soldier will function
much more etfectively i a smaller
armed forces.

Soldiers have a responsibility bo stay
informed and also make praper carcer
decisions to be successful. The article:
“A Duty ta Prepare,” expresses the writ-
er's willingness to he part of getting the
winrd ont,

The article: “What Txn We Do, Now
That We've Won,” refleers the writer's
intent to addeess the issue of militory
foree reductions by emphasizing the
new world order.

These articles help one w identify his
ur her purpose [ur conlinued service as
a member of the armed forces, 1 com-
mend these two wrilers Tor taking the
time o say it like it is. Finally, cohorts...
yvour skills must be vertical and honzon-
tal to be competitive in the corporate
world. 1Ps never ton late o SIart an
cducational program which would in-
ercase jith npportunities as we leove the
earcer we've been dedicarted to.

SFC KEennith Horvey
Fort Belvoir, Va,

Promotion Snafu?

Once upon a time, there was a staff
sergeant with only four yeurs of servive
who got “selected” (and nul volun-
teered) for drill sergeant duly, He later
made the serpeant Girst class promobion
list with vnly eighl vears in the service,

As an Adrborne-Ranger senior NCO,
he always maintained a score of *no
less™ Han 93 on ST, 270 on AP, all
station go's on CT'L and receved “ex-
cellent™ ratings on all his NCOLRs. e
graduated on the *Commandant’s List™”
from ANCODU, never bounced a check,
wasn't overweight, had no DILs, Article
155 or had counscling reporta. He was
always “picked on” because he got the
job done right the firsk ime.

Then ane day after serving 20 long
years and heing passed over na less then
“seven timea” for master sergeant, he
decided it was time to put in his retire
ment papers. He refosed 1o sign any-
mare of his NCOERs. When PAC
infarmed him he had to update his DA
photo and record for the upcoming
M50 promotinn board, he told them o
“gtick it" because he's redring. He
missed, on purpose, his SDT and CTT
window by tking leove, ond barely
passed his unit's APFTs with minimum
acores. Basically, the bottom line was....
he really didn't care anymaore,

Then, eightmonths after receiving his
retirement orders, he's notified of his
selection for promotion 1o master ser-

geant.

22

THE NCO JOURNAL/WINTER 1883



The moral of the story: Either he
should've been QM tor being passed
over o many himes, or selected bor mas-
ter sergeant a "long time™ ago. Promos
tion board members and those kev
leaders in the ranks of command scre
geants major, eolonel and general who
claim 1o run this new and improved
Army had herter ger their “heads ourt of
their buns” and fix the promotion selec-
tion system. Otherwise, they're going to
demoralize, destroy and lose many good
future soldiers and leaders in the years
1 come,

That soldier was me, And oh yes, ['m
shll retiring 1 January with absolutely
KO REGRETS! As a maller ol [acl,
and [ur the record, il T had been selected
vne or bwo years earlien, T would bave
declined i, s nod wy loss, v military
record can speak for itsell.,

SFC “Ranger Rick™ Tscherne
Vicenza, lialy

Earning the CMB

In response o SSG Jitendra C. Shuk-
Ia"s Summer 92 eomment on the Com-
bat Medical Badge, [ am, at least
embarrassed. For an NCO 10 make the
statement that all medics should get the
CMB regardless of unlt of assignment
or attachment shows that $5G Shukla
does not know the purpose of the CME,

Just because vou were in front of a
combat unit and suffered casualties
dues not gualily yvou for the CMB,

Shukla asks: “What makes us differ-
ent [rom medivs in Infantry, Armor or
Cavalry unils?" Simply putl: it's the
unil's mission, The unit is tasked 1w
vluse wilth and destroy the enemy, and
those medics (hal accompany them are
an integral part of thal mission,

I know of whal [ speak. 1 spent tluee
vears as a medic i an Infantey batlalion
and deployed bo Saudi Avabia as an indis
vidual replacement. In Saudi Avabia 1
was with a M.ALS.H. thal supported the
Jud Armored Dhv, and we too, were in
front of some combat vrits in Irag. 1
don’t have the CMU and | don't feel 1

deserve it. And, 1 don’t suppost others
getting it that weren’t with those units
that closed with and destroyed the en-
emy.

Yes there's still partialitv in the
awarding of the CMR, Tt shll gocs 1o
thoae saldice-medics that are doing what
it takes tor carn the hadge.

S55G Charles H. Kean
Dugway Proving Ground, Utah

Hurdler’s Stretch Stressful

I'm a firm believer in the Master 11t-
ness program. The MY program in
today's new Army is designed o reduce
personal injury and maximize individual
potential,

The key word here 18 "injury.” 1a the
“huardler'a streteh”™ authorized? What
are the negative reaulis of this siretch?

T've been told by rwo MFTS that the
stretch is not good for the knee. Howey-
er, 1 can't seem to pet a good read (from
anvune, Maybe you can help me sulve
this prublem by responding with some
convrete medical advice,

SGT Ronald Hurl

Panaima

Editor's Nowe: Afier searciing through
all the messapes pwr owr by the “Masier
Fimess Trainer” (MFT) schoci ar For
Benning, Ga., the medical srafff (MFT) ar
the U.S, Adrmy Seryeanis Major Academy
couldn't come wp with anvihing specifi-
cally stavine ihai the hurdlery streich s
noi an puihonzed exervise,

However, ¢ messuge from ihe MFT
school DTG I81400Z subjecy; High Risk
Thuining Exercives, para, Gy sugyests hey
postly (o remernber for tmswring safely All
siretching showld be done slowdy and
withowi puin or wrenedurod siress ol o foint.

Whife the hurdler's streich is an auilio-
rized evercive, I is nod recormnmerded be-
coause wf fhe unnafwra! stress direcily
pluced on the beaf knee joint. Masry offier
strefching exercises in FM 21=20 do the
soone thing as the fiurdler's strefcly withoret
risk of infroy.

Asking “Why Not?"”

When current programs result in
marginal achicvement af dismal failore,
change must neenr if we are to survive
on the modern hattlefield. The noncom-
missinned officer of today's Army must
hove the courage and conviction to chal-
lenge and change the mediocrity of mar-
ginal success practices by asking nut
“why,” but rather “why not.,” We've all
heard the respunses, “It won't work," or
“it"s the way we've always done 16" The
classic one i, “the command will neves
po for i

Change will happen when innovation
teplaces mediocrity and excellence re-
places achieved minimal standards, As
leaders of today, we must make history,
not repeat it We must draw from cxpe-
rience the fools to develop junior lead-
ers. We necd to impart a sense of
urgency down ta the newest memher of
the team. We have o be willing 1o in-
valve others in the declsion making pro
cess. We must stay current with world
affairs ond the possible Impact o our
mission. Above all, we must demand ex-
cellence.

Change is evident when a basic train-
ee achieves honor graduate status be-
cause we took the time to impart the
skills in a program that ensures success,
It is felt when unit members receive ex-
ternal awards for outstanding achieve-
ment, due in parl w a relocused battle
tusk und hip pockel training program,
Last, but certainly nol least, change is
recognized when the unit achieves ex-
vellence ralings in lraining, logistics
manapement and mission capability,

[V et enough to ask why, The back-
bone of weday's Army must be willing to
ask aboul trying new approaches, Why
uol altempt to influence change! Why
not demonstrate that mnovabon can
bring success” Why not review old pro=
grams as challenges to creative manages
ment? History will record our efforts.

SFC Donald L. Patterson 11
344th Medical Co., Marion, 111
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R
B Book Reviews

The Last
Medal of Hono

Sunn Publivhing Ca, 1380
424 pages, 11,05 (PB)

Pete Billac wrote his bouk to tell us
the story of a living legend, MSG (Ret.)
Roy B Benavides—the List man o re-
ceive (he Medal of Honor, Billac used
persunal interviews, letlers, telephone
calls, photographs, books and newspa-
per articles to piece together the story,
He refers to Henavidez's henme deed as
his "six howes in el

 Lieutenant
Ramsey’s War

and Sphn, i

Knighistridye Publishing Co, 1990
43 pasen, 81993 (18)

From 1942 1o 1948, o secret war
raged in the Philippines without the aid
of Allled troops. Fought in the teeming
hell of the disease-infested jungle, iso-
lated from any outside help by the Japa-
nese-controlled seas ol the South Pacil-
i, ilwas led by one vourageous young
American,

Liculenant Ramsey was a young cav-
alry officer on Luzon prior to World War
[I. His life was filled with minutia of a
vulonial force ina bopical paradise, His
idyllic exisience, interrupted by the Jap-
anese invasion, suddeoly changed into

An admirer of Benavidez, the author
wanis us w know him, He also recounls
Lhe history of the Medal of Honor and
(he sturies of several of its recipients, He
lells uf vihier heroes and special people
of the Vielnam era and of Benavidez's
Life since receiving the medal.

Billac—at Henavidez's insistence—
also devotes chaplers to special people
who influenced this sergeant's life
Among them are Martha Rave (the ac-
tress many Victnam veterans refer to as
OO Maggic '), CPT Thaniel Casrillo (a
quadriplegic) and SFC Terry ‘Mad Dog'
Shriver {a Victnam soldicr whose appe-
tite foor combat was legendary).

This book contains minor technical
flaws (misspelled words, typographical
errors). However, [ foundit tobe a com-
pelling,interestingand detuiled account
of a hervic individual,

MSG Ashley C, Duvis

an unending war of reteeat and defear.

Although the enkbire Army eapitu-
lated, Ramsey refused 1o surrender as a
[H{ DR

He never received the surrender or-
der nor did he feel nbligated to obey L
S0, he melted into the jungle and joined
o band of guerrillas that he would soon
lead.

Short on battle detail, this book is not
o “how-to” on guerrilla warfare. Iis
worth s in the author's description of
the many life and death decisions he was
forced 1o make. For over three yeuars his
sense of dury burdened him as much as
the fear and physical hardship which
ravaged his body.

Despite the danger from the enemy,
both human and natural, Ramsey recog-
nized that his wag the pall of a soldier,
When others surmendered o capture o
death, he chose o continue lo gl
Ramsey lived (he Code of Conduct be-
fure thuse words Townd life on paper,
His slory is an inspiration and contains
lessons learned’ that should be read and
remembered by all NCOs,

MSEG James H. Clifford
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The Four
Dueces

Ry
€. 8, Crawlord

Presidio Press, 1959
28 prages, $18.95 (1401

C. 8. Crowford tells a Marine grunt’s
view of trench warfare during the Eu-
rean War, Crawlord, a 21-year-old ser-
peani known by the radio vode name
‘Cautivus,” spenl the war as a 4.2-<inch
moriar company forward obscrver. Le
writes, ““Can vou do it, Cautions?” 'I'm
sure as shit gonna tey.” ' was the first
of B3 contirmed kills 1 would chalk up
over the next ten months' Hme."™ The
young Marine had an uneanny talent for
judging distance, excelling at his joh.

Crawford describes his capericnocs
i a storyteller's shyle that is humaorous
aswell as poignant. As Cautious’ chron-
icle unfolds, the reader learns of rench
warfarc through the eyes and ears of a
21year-old sergeant.

We follow him through the foul-ups
that sent a switchboard repairman to the
front lines of the Punchbowl, through
the guidance of an experienced first ser-
geant called ‘Funny Gunney,’ through a
comrade’s rescue from o mine field and
on 10 ‘Luke the Gook’s' castle. These
experiences were unlque, yet typical of
many whao fought

This hook teaches us that inexperi-
enced soldiers look to WCOs for guid-
ance during battle and a good NCO has
the responsibility w train soldiers w ac-
complish the mission,

Crawflord writes, “This book is about
some of the grunls whu died or were
wounded from Seplember 1951 through
Seplember 1952, His book pays tribute
lw hese soldier Tor the sacrifices they
made,

Msds James M. Halen
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It is sometimes difficult
to describe change in the
Army...We're a great Army
and to structure for the
future, one of our
strategies is to make
change as transparent as
possible in many respects...









