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Foreword

Throughout the history of the U.S. Army, the NCO has been its backbone. Qur NCO
corps is admired by our contemporaries around the world, and is an integral part of what
has made our Army so successful throughout our 244 years of service to the Nation. The
NCO Corps has made revolutionary changes in the past decade and continues to evolve to
meet the emerging threats posed by our enemies. Grounded in our Qath to the Nation,
and our rich history and heritage, the NCO corps is the vanguard for leading and training
Soldiers at the crew, team, squad, section, and platoon level. Focusing on the basics with
tough, realistic combat training, will ensure that in the crucible of ground combat, our
Soldiers will be victorious.

In an era of persistent conflict, the Army has been the dominant land force, projecting
combat power worldwide and defeating our enemies wherever they are found. For over 18
years, we have met the challenges of continuous combat operations and deployments in an
ever-changing and complex environment. Time after time, our reputation as the premier
land force in the world has been upheld and reaffirmed through the professionalism of the
Soldiers in the finest Army the world has ever known. Now is the time to refocus our
efforts on what makes us successful as a force, both now, and in the future. Focusing on
our people, and how we train and equip them, prepares our units for the increasing
challenges of large scale, multi-domain operations. To successfully lead our people in
training and on the battlefield, we must know them, invest in them and manage their
talents in a way that yields the strong, cohesive teams our Army requires to win.

The contents of this guide will serve as a tool in the kit bag of every NCO, enabling them to
understand the requirements, regulations, and methods required to train our Soldiers. As
Noncommissioned Officers, you are charged with the care, training, education and
readiness of every Soldier in the U.S. Army. Your ability to coach, train and mentor
competent Soldiers of character is the key to the success of our force. The Nation, our
Officers and our Soldiers have placed great trust and confidence in the NCO Corps, and
deserve nothing less than competent, confident, and trusted professionals to remain the

world's premier land fighting force.

Michael A. Grinston
16" Sergeant Major of the Army

This We’ll Defend! Backbone! Army Strong!
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Preface

This Department of the Army Training Circular (TC) is dedicated to the men and women of the
U.S. Army NCO Corps, who have made the ultimate sacrifice and to NCOs presently serving in
the Active Army, the Army National Guard, and the Army Reserve. The Soldiers will seek
guidance, trust you to train them, and to develop them to win the nation’s wars. As the standard-
bearer, instill pride and strive to live the Army Values. You are “The Backbone of the Army.”

Scope. The TC provides the Army's NCOs a guide for leading, supervising, and caring for
Soldiers. While this guide is not all-inclusive, nor is it intended as a stand-alone document, it
provides NCOs a quick and ready reference to refresh and develop leadership traits.

Interim Changes. None

Purpose: To use as a guide to develop an innovative, competent professional NCO. NCOs
must learn to analyze and evaluate the operational environment to create and apply an
understanding of the changing world that confronts them.

Distribution. Unlimited.

Applicability. The TC provides critical information for the success of today's NCO and is
intended for use by all the NCOs in the Active Army Component, the Army National Guard,
and the Army Reserve Component.

Proponent and Exception Authority Statement. The proponent for the TC is the
Noncommissioned Officer Leadership Center of Excellence (NCOLCoE). Send comments
and recommendations on a DA Form 2028 (Recommended Changes to Publications and
Blank Forms) to Director, NCOPDD, United States Army NCOLCoE and Sergeants Major
Course, ATTN: ATSS-DAE, Fort Bliss, Texas 79918-8002.
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Introduction

NCOs conduct the daily operations of the Army. NCOs are relied on to execute complex tactical
operations, make intent-driven decisions and operate in joint, interagency, and multinational
environments. NCOs are responsible for maintaining and enforcing standards and a high degree
of discipline. NCOs process Soldiers for enlistment, teach basic Soldier skills, are accountable
for the care of Soldiers, and set the example. NCOs are trainers, mentors, advisors, and
communicators.

Every Soldier has a Sergeant, and every Soldier deserves a leader who is a capable trainer, is
trustworthy, is genuinely concerned for their health and welfare, and develops them to be the
leaders of tomorrow. The Soldier’s Creed and Warrior Ethos are compelling obligations we
expect our Soldiers to live by. Likewise, we expect our leaders to live by those obligations and
those of the NCO Creed and Charge of the NCO (See Figure 1 & 2).

As the culture of the Army changes, we face tremendous challenges. How we communicate, use
technology, increase resilience, sustain tactical and technical proficiency, and inculcate ourselves
and our Soldiers on ethics and values are critical to maintaining an “Army Strong” force.!
Soldiering is and has always been an affair of the heart. Leading is a privilege and an honorable
profession. The two major responsibilities of leadership remain the accomplishment of the
mission and the welfare of Soldiers. This guide is intended to enhance your ability to lead and
arm you with tools such as self-awareness, self-discovery, how you lead, and how you develop
your subordinates. It also ties into how competent and confident you are in your duties,
responsibilities, and roles.

! Nickerson, Thomas COL, "The Making of Army Strong.” November 8, 2006. The United States Army Home Page.
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Creed of the Noncommissioned Officer

No one is more professional than [ [ am a
Noncommissioned Officer, a leader of soldiers. Asa
Noncommissioned Officer, [ realize that [ am a member
of a time honored corps, which is known as “The
Backbone of the Army”. I am proud of the Corps of
Noncommissioned Officers and will at all times conduct
myself so as to bring credit upon the Corps, the Military
Service and my country regardless of the situation in
which I find myself. [ will not use my grade or position
to attain pleasure, profit, or personal safety.

Competence is my watchword. My two basic
responsibilities will always be uppermost in my mind—
accomplishment of my mission and the welfare of my
soldiers. I will strive to remain technically and tactically
proficient. I am aware of my role as a Noncommissioned
Officer. I will fulfill my responsibilities inherent in that
role. All soldiers are entitled to outstanding leadership; 1
will provide that leadership. I know my soldiers and [
will always place their needs above my own. 1 will
communicate consistently with my soldiers and never
leave them uninformed. [ will be fair and impartial when
recommending both rewards and punishment.

Officers of my unit will have maximum time to
accomplish their duties; they will not have to accomplish
mine. [ will earn their respect and confidence as well as
that of my soldiers. I will be loyal to those with whom [
serve; seniors, peers, and subordinates alike. I will
exercise initiative by taking appropriate action in the
absence of orders. I will not compromise my integrity,
nor my moral courage. I will not forget, nor will I allow
my comrades to forget that we are professionals,
Noncommissioned Officers, leaders!

> @ (@ @
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CHAPTER 1
HISTORY OF THE NCO

CPL John Robbins of Louisville,
Nebraska, 41st Signal, 41st Inf. Div.,
operating his SCR 188 in a sandbagged

hut at Station NYU.

Dobodura, New Guinea, (9 May 1943),
Signal Corps Photo: GHQ SWPA SC 43

5901 (T/4 Harold Newman).

SGT John Hill riding on Jumping Dan
Ware, the finest jumping horse in the
Infantry Stables.

Ft. Benning, Georgia (July 25, 1941), Photo
#161-SC-41-1323 by the 161st Signal
Photography Company.

SSG James L. Leach (dog handler)
with "bomb" dog Jupiter used as a
team to check vehicles, 118th
Military Police Company at
entrance to XVIII Airborne Corps
Main Command Post.

Rafha Airport, Northern Province,
Saudi Arabia, (8 February 1991),
XVIII Airborne Corps History
Office photograph by SSG LaDona.




"History shows that when we moved into the 20th century, the Army decided it needed
a different kind of NCOQ... an NCO Corps that's motivated, dedicated, and smart, and a
Corps that can deal with ever-changing environments because we're going to continue to
deploy, we're going to continue to be busy."

- 11th SMA Robert E. Hall

Chapter 1
History of the NCO
1.1. Origins of the American NCO.

Introduction

a. The United States Army NCO Corps has evolved greatly in the more than two centuries of its
existence. It is a uniquely American institution, both a product of a European military tradition
and of the American frontier. During the American Revolution, Prussian Baron Friedrich
Wilhelm August Heinrich Ferdinand von Steuben (hereafter Baron von Steuben) trained selected
Continental troops to drill, lead, and most importantly to teach others, thereby laying the
foundation for the modern NCO Corps. Yet after the Revolution, the Continental Army was
eventually reduced in size to less than 1,000 active troops. However, post-Revolution conflict
with the Native Americans and British-Canadians in the Ohio valley, as well as Spanish forces in
the southern regions, required a larger federal force, so the Army expanded. In 1803, with the
acquisition of the Louisiana Purchase, the need for an Army to explore and safeguard the new
territory became the main role of the Federal Army for much of the 19" century. The War of
1812, the Mexican-American War, the Civil War, and the Spanish-American War were fought
during this century.

b. Baron von Steuben’s Blue Book was in use, at least as a standard drill manual, until 1812.2
But after von Steuben, the general formative experience of the NCO Corps lay in the lonely forts
and outposts of the vast American West rather than from exposure to other military traditions.’
Once the United States began to consolidate its holdings and territories, prior to World War I, the
NCO Corps slowly transformed, growing into its roles as technical experts and combat leaders.
While the Revolution and the Frontier drove the evolution of the 19" century NCO, the need for
professionalism and technical competency drives it in the 20" and 21° century. The 20" century
saw the development and decline of Specialist and Technical ranks. In the post-Vietnam era, the
maturation of the Army-wide NCO educational system (NCOES) created a pathway to an NCO
Corps that combined all the expertise of the Specialist with the leadership skills of the combat
NCO. Today’s Army demands more from its NCOs than ever before, thus the institutional Army
provides educational and training systems to help the modern NCO meet those requirements.
While today’s NCOs are better educated, trained, and equipped, the fundamental nature of the
American NCO and the NCO Corps, developed throughout the experience of the United States
Army, remains intact.

2. See F.W.A.H.S. von Steuben, Regulations for the Order and Discipline of the Troops of the United States, available at
https://www.loc.gov/item/05030726/.

3. See Conrad E. Harvey, An Army without Doctrine: The Evolution of US Army Tactics in the Absence of Doctrine, 1779 to 1847,
Fort Leavenworth, KS, 2007.
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European Origins of the NCO

c. What is a NCO? From the European tradition, an NCO was one who had some level of
command authority, but did not hold an officer’s commission from a sovereign. NCOs were
appointed by a commissioned officer largely to discipline and train Soldiers. A NCO dealt with
men, while an officer did not. During the 17" and 18" centuries, as gunpowder tactics and
volley-fire linear tactics developed, the NCO became the one responsible not simply for training
troops in how to use their equipment individually, but in operating as part of a formation — that
is to say, collective training. The halberd, useful both for dressing lines of the rank and file, and
identifying in battle where the NCO was physically on the battlefield, became a symbol of the
NCO and remains so today. During the so-called Seven Years’ War (1756-1763, the portion of
which was fought in North America was known as The French and Indian Wars), the ability to
rapidly bring a column of men to fire and repeat was often the deciding factor in battle. The
European sergeant, therefore, was crucial to military success.

Early American Innovations

d. The U.S. concept of the NCO is unique because it originates from multiple sources. George
Washington and many other colonists observed the British Sergeants in the Seven Years War,
and when the Continental Army was created in 1775, Washington used the British organization
as its basis. For most of the colonists, the idea of a sergeant in charge of training and maneuver
was familiar. Most able-bodied male colonists had served in one of the colonial militias and,
although the way Sergeants were appointed and served varied between militias, the idea of an
NCO was one of the American Army’s founding concepts. In general, however, the militia
systems proved too elitist to produce effective NCOs. Militia regulations and drill books
emphasized the role of the professional officer, but left the specific duties and authority of NCOs
undefined.* Arriving at a consensus on the role(s) of the NCO proved difficult, especially since
the Army was chronically short of supplies, experienced erratic pay, and was plagued by
desertion. As with the militias, authority was centered in the officer. Discipline was harsh, and
despite some small early tactical victories (and quite a few defeats) the early American Army
never matched the British standard of discipline, training, organization, or effectiveness.

e. In 1778, Prussian General Baron von Steuben joined Washington’s staff. Von Steuben’s idea
of the NCO was based that the officer should be the “father of the company while the Sergeants
should be the mothers.”” They should also enforce discipline and administer the troops. He
believed in regulations and discipline, and his work Regulations for the Order and Discipline of
the Troops of the United States (also known as the “Blue Book”) laid the foundation for the
Army’s organization. Unlike the militia drill books, the Blue Book codified the duties of each
rank, including instructing Sergeants the how and why of drill and administration. The Blue
Book became the Army’s first standard work on doctrine, training, and organization. Von
Steuben is often called the “Father of the NCO Corps” because the Blue Book described the role
of the NCO as being more than an extension of the officer. Troop care, training, and drill was
the particular and for the first time defined charge of the NCO.

4 See John D. Alternburg, “NCO Authority: Roles, Rules and Regulations” (MA thesis: US Army Command and General Staff College:
Fort Leavenworth, 1986.) He cites in particular Humphery Bland’s 1762 A Treatise of Military Discipline and W. Windham and G.
Townshend’s 1760 A Plan of Discipline, Composed For The Use of the Militia Of the County of Norfolk.

3 J.M. Palmer’s General Von Steuben (Yale UP: New Haven, 1937), although dated, provides an excellent insight into von Steuben’s
military background and Revolutionary experience. See also Whitehorne, Joseph W.A. The Inspector Generals of the United States Army
Vol I: 1777-1903 (Oftfice of the Inspector General and Center for Military History: Washington D.C., 1995) for an in-depth examination of
von Steuben’s activities.
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f. For von Steuben, an NCO should be able to both perform any task and teach it, be clean
and sober, command respect from his men, and be able to read and write. His NCO
organizational structure created a hierarchy of ranks from Corporal to Sergeant, First
Sergeant (1SG), and culminated in the Regimental Sergeant Major. In addition, companies
usually had a Quartermaster Sergeant and specialists such as saddlers were included in the
NCO ranking system.® Promotion to NCO ranks was at the discretion of commanding
officers, a system that would continue in one fashion or another in the Army well into the
20th century. By 1779, these reforms were already having an effect and by 1781, the time of
the Yorktown campaign, Washington’s Army was at least equal or superior to the British.
One European tradition that Washington and von Steuben did not adopt, however, was the
promotion of NCOs into commissioned ranks. In both the British and Prussian armies, a
meritorious NCO could rise to an officership (See Figure 1-1).

REGULATIONS

A Sy TFoR THE [llowrsatirs
/5#/ 7 2

| 4
i Order and Difapline

| ‘ PHILADELPHIA
2 1 < B Printed by STYNER and CrsT, in Second-fireet,
N R 7l g <
L : :
2t — .

Figure 1-1. Prussian General Friedrich von Steuben and Bluebook.

During the Revolution, in the Continental army this was occasionally done, but Washington
believed that officers should be drawn from the propertied, educated classes, and enlisted troops
were generally unqualified to be officers. Despite this, during the Revolution NCOs provided a
natural reservoir of talent to replace officers so promotion from the ranks seemed a possibility.’

Post-Revolutionary War

g. After the Revolution, however, the Continental army was reduced in size and the
responsibility for local defense passed to state or local militias. In June 1784, the Army was
authorized 76 troops, the rest to be made of volunteers provided and commanded by the states.?
In 1802, the U.S. Military Academy at West Point was opened, providing comprehensive
officer training, and the path from NCO to commissioned officer was all but closed. At the
same time, the idea that being an NCO was a profession in its own right was a concept gaining
traction in Europe, where the large armies of the Revolutionary and Napoleonic wars were
raging, but that concept did not emerge in the U.S.

6 von Steuben, Regulations Chapter XV.

7 Complicating this, the actual lines of responsibility laid out in the Blue Book descend from Regimental Commander to Private Soldier
and do not generally specify how one attains rank or promotion. See von Steuben, Regulations, Chapter XXV, Article II: Instructions.

8 Ernest F. Fisher, Jr., Guardians of the Republic: A History of the Noncommissioned Officer Corps of the U.S. Army (Stackpole Books:
Mechanicsburg, 2001), p. 42. In general numbers cited throughout will come from Department of Defense: Selected Manpower Statistics-
Fiscal Year 1997. Department of Defense Directorate for information, Operations and Reports. Washington, D.C., 1997. See especially
Tables 2-11 and 2-13, P. 46-53 and 63-70.
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h. In part, the failure of the concept to thrive was directly related to the opening of West Point.
A surplus of educated officers reinforced the idea of the officer as a professional Soldier within
the Army. Although the Blue Book would remain the organizational handbook for the Army
until 1821, Von Steuben’s concept of the NCO suffered. As systematically educated and trained
officers became more common, the influence of the NCO declined. With some exceptions such
as artillery (where rank came from the branch rather than the unit to which one was assigned), a
unit’s NCOs were generally appointed by the unit commander. If a Soldier left the unit, he lost
his rank and reverted back to Private. Before the rise of the professional enlisted Soldier, the
system worked reasonably well. In the first half of the 19" century, the role of the Army mainly
centered on moving westward and opening the frontier. In 1803, the Louisiana Purchase
doubled the size of the United States, and between 1803 and 1859 the Continental United States
assumed the shape it has today. As the United States expanded, the role of the Army and the
environment in which it developed both changed. After an attempt in 1784 to replace regular
troops with militia on the border failed in the face of regular British and Native Americans, the
US authorized General “Mad Anthony” Wayne a force of 5,120 troops to lead a punitive
expedition to Fort Jefferson, Ohio. He organized his “American Legion” with an eye to Von
Steuben, affording his NCOs greater privileges and responsibilities.” Likewise, during the war
of 1812, Winfield Scott opened a “Camp of Instruction” near Buffalo, NY, and using a French
regulation book, organized his troops, once again placing NCOs in training and administrative
positions.'® The importance of the NCO in maneuver was increased by the development of the
Color Guard, on which the unit could align in the smoke and fog of battle. Being a member of
the Color Guard required courage and coolness under fire, but was an essential part of
successful line maneuver (See Figure 1-2). Originally colors were held by the ensign, but by
1840 only NCOs could hold this honor. At the battles of Chippewa and Lundy’s Lane, Scott’s
system proved successful. In 1815, Scott’s Infantry Drill Regulations replaced the Blue Book
as the basis of Army tactics, emphasizing the unique role and importance of the NCO and
defining (in a limited way) the NCO Corps as being a separate military class all its own.'!

Figure 1-2. Union Colors Sergeant.

% James Ripley Jacobs, The Beginning of the U.S.Army, 1783-1812 (Greenwood Press: Westport, 1947), p. 124-153.

10- Fisher, Guardians of the Republic, 56-58.
! Fisher, Guardians of the Republic, 59.
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i. A period of relative peace followed the War of 1812. Between 1814 and 1914 three major
trends shaped and defined the role and composition of the NCO Corps. The first was the
frontier, the second were the major wars, and the third was the development of industry and
technology. The most common Army experience in the 19™ century was frontier duty, and the
NCO experience for most of the 19™ century tended more toward social and geographic
isolation. Most 19" century Soldiers spent their time in remote and isolated western forts and
outposts rather than in major combat operations. The NCO-officer relationship proved to be an
asset in this situation and forged a sense of unity, professionalism and purpose. Serving together
for long periods, the NCO was not inclined to leave the unit for fear of losing stripes. The
officer, on the other hand, could hand-pick his NCOs, train them as he saw fit, and they
developed a close working relationship. Frontier conflicts were often small unit engagements.
Because of the shortage of officers, NCOs would often be tasked with leading tactical
engagements. As the U.S. expanded into the Louisiana territory, the Army was charged with
protecting settlers, showing the flag, and safeguarding American interests. Given the size of the
territories involved and the small numbers of Soldiers available for such duties, such
relationships were crucial. During the Indian wars of the 1840s and 50s, for example, roughly
11,000 Soldiers were spread across 130 outposts, watching three million square miles.!?

j. The size of the Army reflected the peacetime social remoteness of the Army. Americans have
viewed a standing army with suspicion for much of American history, regarding it as a threat to
freedom, and underfunding it during periods of peace. During wartime, the ranks swelled, and
once peace was established the Army was once again underfunded. For example, at the
beginning of the war of 1812, the Army had 5,212 troops; during the war, roughly 450,000
militia were mobilized, and after the war the authorized number was 11,600.13 Before the
Mexican-American War (1846-1848) the number of standing troops was 41,873, increased to
110,000 during the war, and dropped to an authorized force of 10,744 once peace was
established. This pattern repeats itself throughout all the wars the U.S. fought up until the Cold
War. In order to accommodate this increase in manpower, veteran officers and Soldiers, and
especially NCOs, were frequently promoted beyond their experience and the positions they
previously held were filled by new and inexperienced Soldiers. Complicating matters, since
NCO rank was dependent on the unit and commanding officer, at war’s end, as the Army was
downsized, NCOs would frequently find themselves reduced in rank regardless of their record.!*
This caused many to leave the Army, which in turn diluted available NCO expertise and
experience, which proved difficult to recover when needed and discouraged NCOs from
pursuing the Army as a career.

k. Both the frontier experience and problems of the expanding Army were evident when the
Army faced its greatest 19th century challenge. On the eve of the Civil War, July 1859,
Congress authorized a standing Army of 18,165. In 1861, as the Confederacy broke from the
Union, a third of Army officers went with it, but the NCO Corps remained generally loyal to the
Union, and they generally remained in their units.

12- See Francis Paul Prucha, The Sword of the Republic: The United States Army on the Frontier, 1783-1846. Wars of the United States series
(Indiana University Press: Bloomington & London, 1977.)

13- Exact troop numbers are difficult to establish. See Department of Defense: Selected Manfaower Statistics — Fiscal Year 1997. Department of
Defense Directorate for Information, Operations and Reports. Washington, D.C., 1997, Tables 2-11 and 2-13.

14 A classic example of this is Alexander Loun%eway, who enlisted in 1908 as a Private and rose to Sergeant bg 1910. During World War I,
he became a I LT. After the war, he became a 1SG, and as the Army was reduced throughout the 1920s and 30s his rank was also reduced.
He retired in 1941 as a Corporal, despite having excellent ratings and a distinguished combat record. See Longeway, A., Archival Cartons at

the Office of the Historian, USASMA/NCOLCOE, Ft. Bliss, Texas, for complete record.
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1. The size of the Federal army was expanded through the addition of state and volunteer
regiments, but the core units of the Army remained intact. In some cases, regular Army NCOs
would assume training functions for state units, but as before the training and leadership of the
unit was seen to be the responsibility of the officer. In any case there were not many Federal
NCOs to go around and state volunteers would often rely on training manuals such as Scott’s
Regulations, which stressed the role of the NCO as a line guide and color guard. However, as the
war progressed and linear tactics proved bloody, skirmishing became the dominant tactic. As on
the frontier, this meant small unit actions, speed, and mobility, and reemphasized the importance
of NCOs as combat leaders. '

Between the Civil War and World War 1

m. At the end of the War of the Rebellion, commonly known as the Civil War, the Army was
once again drastically reduced. By 1866, more than 800,000 volunteers had been mustered out of
the Army, and the same year Congress authorized an Army of only 57,072. Of those, 20,117
troops were on occupation duty in the south. At the end of Reconstruction in 1876, the Army was
reduced to a force of 27,442.'® From 1865 to the beginning of the Spanish American War, the
Army again found itself facing relative isolation, but the impact of the Civil War had changed
the NCO Corps. The role NCOs played in the Civil War highlighted the need for competent,
resourceful small unit leaders who could function as more than an extension of the commanding
officer. The Indian Wars of the 1880s and tensions with Mexico underscored the need for tactical
leaders of small units. Highly mobile cavalry, patrolling for weeks at a time under one or two
officers, would divide, reunite, pursue and fight, generally under an NCO’s supervision. On the
frontier, the primary combat unit was cavalry, not infantry. By 1885, there were 255 posts
throughout the western frontier. These posts gave rise to two significant exceptions in the way
NCOs were officially selected and used. Each post was allocated an Ordnance and Quartermaster
Sergeant, whose attachment was to the post rather than to a specific unit. These NCOs were
selected by the Adjutant General and were not dependent on local commanders for pay or
promotion.!” Although small unit leaders and administrative specializations changed the NCO
Corps, the perception of the NCO as a professional in their own right remained elusive even as
the need for NCO education and dependence on NCO technical and administrative ability
expanded.

n. The third trend in the 19th century was industrial and technological. The Civil War saw a
revolution in military technology and administration that required new levels of technical
proficiency. In the period between 1865 and 1898, the Army responded by developing several
schools aimed at technical proficiency. Artillery, signal corps, and the medical services opened
schools tying promotion and rank to education. In 1898, the Spanish-American War brought the
United States onto the world stage, especially with the occupation of the Philippines. As time
progress, additional ventures outside the Continental U.S. (CONUS) including Hawaii, Panama,
and even China put new demands on the Army, and by extension pressure upon Army
educational reform. While the idea that being an NCO was a profession by itself was never
articulated, the expanding level of professional expertise required of an NCO created a crisis in
the first decade of the 20th century.

13- Fisher, Guardians of the Republic, 114-120; Arnold G. Fisch and Robert K. Wright, The Story of the Noncommissioned Officer: The
{%ackbone of the Army (Center for Military History: Washington, 1989), 8.

16. Selected Manpower Statistics, Table 2-11.

17. Fisher, Guardians of the Republic, 128-133.
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0. At the turn of the 20th century, the US was developing rapidly industrially and
technologically. The skills in mechanics, communication, medicine etc. that the Army needed
were as much in demand in the private sector as in the military, but the Army paid much less and
put more responsibilities on its NCOs than a factory supervisor or a private tradesmen received
doing the same work. Recruitment and retention were thus a problem. At the end of their terms,
skilled Soldiers and NCOs were not reenlisting, but taking their skills to the more lucrative
private sectors. Socially, Americans rejected the idea that enlisted soldiering could be a
profession, a perception which had a direct political impact on the corps. Army retirement
policy, for example, allowed an officer to retain grade during reassignment and to retire in grade
after 20 years. In order to qualify for a full pension, however, an enlisted Soldier had to serve 30
years, and there was no guarantee of retirement rank since enlisted rank was usually dependent
on local commanders. There had always been some exceptions to this, and by 1900 there were
some new specialties that retained rank — the Ordnance and Quartermaster Sergeants are clear
examples. By 1905, Coastal Artillery, Hospital, and Signal Corps NCOs received their rank from
their branches after rigorous branch schooling and exams and thus were secure in rank, but they
were the exception, not the rule.

p. The Spanish-American War (1898) highlighted the issues. Senior NCOs who had entered
service during the Civil War were approaching the end of their 30 year terms in the 1890s. Once
again, in Cuba and the Philippines, the Army faced an opponent using non-traditional tactics for
which the Army’s Indian Wars experience was well suited, but the older NCOs were past their
prime and the influx of civilian volunteers (the strength of the Army was 27,865 in 1898, 209,714
in 1898, and 80,670 at the end of 1899) swamped the Army.'® Providing training, supply, and
medical care for new recruits stretched the Army’s administrative capabilities. In addition to new
recruits, the American occupation of the Philippines and evolving technologies such as
communications, transportation, weapons, and even civil relations created a demand for NCOs in
a radically different model than that of the 19th century.

1.2. The Professional NCO Emerges — the 20th and 21st Century.

a. The performance of the Army in the Spanish American War, difficulty in recruiting, and a
new global presence forced the Army to reconsider its recruitment and retention practices, which
included a reassessment of the nature and role of the NCO. In 1907 the War Department issued
its annual report identifying pay, promotion and prestige as the main challenges to retaining
NCOs. It noted:

”The noncommissioned officer are men who in civil life would be skilled
workmen, foremen, chief clerks and subordinate officials. If the Army can not
offer them inducements that civil institutions are glad to offer, it cannot hope
to secure or retain them.”!?

18- Selected Manpower Statistics, Table 2-11.

1 War Department Annual Report 1907: Vol. 1 (GPO: Washington, D.C., 1907), 83. The entire document addresses problems of recruitment,
but pages 76-93 ("A Study of Conditions in the Ranks of the Army and of the Measures Deduced Therefrom as Essential to Make Enlisted
Service Desirable as a Life Occupation") pays particular attention to Army NCOs.
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b. Making pay equivalent to what the private sector, therefore, was key. Prestige was also
crucial — In Great Britain the report observed, "...(Noncommissioned ranks) form a class into
which. . .the best Soldiers strive to enter, and having entered, remain."*’ Acting on the report
(and at the urging of the Army) Congress passed the Pay Bill of 1908, raising the pay for NCOs
to levels comparable to private industry. The Pay Bill gave rewards for those with specialized
skills and seniors NCOs, but it was still recognition that the working skills of the NCO Corps
were a crucial part of the Army and worth the pay of civilian counterparts. Following that, in
1912 the Committee on Military Affairs began revisions Articles of War, which had remained
essentially unchanged throughout the 19" century. Article 65 (Insubordinate Conduct Toward a
Noncommissioned Officer) prescribed penalties for a Soldier who "...disobeys the lawful order
of a noncommissioned officer...", giving NCOs specific legal authority for the first time.?! The
1908 Pay Bill and the revisions to the Articles of War addressed the problems of pay and
prestige, it would take a world war to rediscover the need to develop the NCO as a combat
leader.

c. Between 1908 and 1917, the Army was slow to change. Despite advances in pay, the Army
in 1914 still retained much of its 19th century character. The largest units in the Army were
regiments (not divisions or corps), and supply, training, and administrative organizations were
capable of supporting relatively small unit operations, but not large scale operations.?> The
United States tried to stay neutral in the conflict that began in 1914, but once the US declared
war in 1917, the Army was flooded with volunteers and draftees. For the first time since the
Civil War, Americans were conscripted and nearly three million reported for duty before the
war was over. Once again, the influx of civilians placed enormous strains on the entire Army
and on the NCO system in particular. The need for officers led to rapid senior NCO
commissioning, and long-term NCOs found themselves in positions where they had little
experience. To replace them, lower grade and in some cases untalented NCOs rose to fill the
slots they vacated. Another way NCOs were replaced was through remobilization of retired
NCOs, but the more common method was to give stripes to Officer Candidate School washouts.
Neither method could create NCOs as fast as they were needed, and neither enhanced the
quality, prestige or authority of the NCO within units. The Pay Bill of 1908 rewarded new
recruits who had a useful skill, but the nature of modern industrialized warfare required an
additional level of standardized NCO training and professionalism that was simply not present.?

d. Inresponse, in 1917 GEN John Pershing, Commander of the American Expeditionary Force
(AEF), called for division and local units to create NCO schools designed to “...make the NCO
realize his position was a responsible one.”?* It was the first call for NCO education beyond
technical training, but its implementation left much to be desired.?> Some units did set up
schools, but most relied on the understudy system where a senior NCO would be shadowed by
his replacement.

20 War Department Annual Report 1907, 84. ] o ) . .
2l- There were several meetings about the revisions, which were finalized in 1920. This reference comes from Hearing before the Committee on

Military Affiars: Revision of the Articles of War. Report to accompany S.3191. 64th Congress, 1st Session, Article 65 p. 8. See also Altenburg,
NCO Authority, p. 41-45.

22- Elijah Root had begun reforming the Army in 1899, but his vision had not been realized by 1914. See Hirrel, Leo P. Supporting the
Doughboys: U.S. Army Logistics and Personnel During World War I (Combat Studies Institute Press: Ft Leavenworth, 2017), p. 1-7.

23 Daniel K. Elder, Educating Noncommissioned Officer: A chronological study of education programs for U.S. Army noncommissioned
officer (Letterkenny Army Depot: Chambersburg, 1999), p. 6-7; Fisher, Guardians of the Republic, 184-190.

24 Fisher, Guardians of the Republic, 199; Fisch and Wright, The Story of the Noncommissioned Officer Corps, 25.

25-To be clear, others had called for NCO education before, and even the 1907 War Department report cited observed the positive effects of
NCO schools in Germany and Great Britain. However, in the US Army in general proposals aimed for either preparing NCOs for
commissioning or for general education.
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The call for the divisional school recognized the need for professionally trained NCOs, but in the
pressure of war such education and standardization did not materialize. This also pointed out two
serious flaws in the NCO system.

e. First, since officers appointed NCOs within units, NCO training was localized, short, and
inconsistent, if it existed at all. Training reflected local commander’s needs and did not
necessarily mean promotion or rank retention. This left them unprepared to deal with conscripts
who were in some cases better educated and less motivated than prewar privates. Complicating
this, in most new regiments, the NCOs were selected from the draftees much as they had been in
the Civil War and the NCO in many cases became little more than an enhanced private or super-
Private First Class (PFC). Second, the role and ranking of NCOs was not clearly defined.
According to Army regulations, virtually everything in Army life was to be done under an
officer’s inspection, but time and manpower shortages made this all but impossible. According to
the War Department’s 1917 Manual for Noncommissioned Olfficers and Privates of Infantry of
the Army of the United States, the role of the NCO was primarily to support and assist the officer
in instruction and care of other enlisted Soldiers. As the war progressed, however, NCOs found
themselves taking over roles that had been the domain of officers, such as inspections and setting
training schedules, but not officially given authority, status or recognition.

f. Taking over such roles had long been the norm in other armies. The French, British, German
and Russian armies viewed the NCO as a separate class, and when officers were killed in battle,
it was expected that the senior NCO would take command and be able to function in that role. In
1916, that was not the expectation of the American NCO, but as the American NCO was exposed
to this idea, as officers came to depend on them, and faced with the realities of combat,
expectations changed. The NCO began to see himself as more than an enlisted Soldier promoted
and demoted at his officer’s pleasure, but as an essential part of the Army’s functioning. It is
instructive to note that when a British commander at the time addressed his troops he began
“Officers, NCOs and men,” while in the US the opening was “Officers and men.” The short-
term, makeshift schools that trained the Army in 1917-18 could not meet that standard, but the
view had changed. Once the American Army was sent to the front, the fragmented nature of
combat created opportunities for NCOs to demonstrate their value as combat leaders. The most
famous case is that of Alvin C. York. In 1918, CPL York of G Co., 2¢ BN, 328" Infantry, 829
Division, four other NCOs, and thirteen privates were sent to flank a machine gun emplacement.
The other NCOs were killed, but York managed to capture 129 Germans, destroy the machine
gun emplacement and repel a counterattack. York’s actions are a classic example of NCO
initiative under fire. Still, NCOs such as York were produced despite the NCO selection and
training system, not because of it.

g. The First World War ended in November 1918. Postwar, it was clear that the system of
recruiting, training, and retaining NCOs badly needed overhauling. World War I was an infantry
war, but ushered in new weapons and tactics that required more technical expertise than ever
before. It has been noted elsewhere that the development of the internal combustion engine and
the rise of the modern NCO Corps go hand-in- hand, and at no time was the link more obvious
than in the immediate postwar world.?® At the same time, the 1920s saw yearly reductions in
force, reducing the Army from 2,897,000 in 1918 to 247,398 by 1923.27 Of those, roughly
150,000 were enlisted.

26 Fisher, Guardians of the Republic, 12.
27 Selected Manpower Statistics, Table 2-11.
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h. The pressure on the NCO Corps was intensified when senior NCOs who had been
commissioned during wartime were returned to NCO ranks, while excess officers were given
Master Sergeant rank as a way of dealing with officer overages. Multiple efforts were made to
keep NCOs, especially those with technical skills, through demotion, relocating NCOs to
Reserve Officer Training Corps (ROTC) units, and freezing promotions, none of which
enhanced the NCO’s professional status. The greatest impact on the NCO Corps and on enlisted
personnel in general, however, was the National Defense Act (NDA) of June, 1920.

1. The 1920 NDA amended the 1916 NDA, which had created the National Army and replaced
it with the standing Army of the United States. It recognized new technical specialties within
the Army, such as the Chemical Corps, and established a standing US Army Air Service as a
permanent part of the Army.?® The 1920 NDA also created a new enlisted seven-rank system. At
the top was the G (for Grade) 1 Master Sergeants.? First Sergeants and Technical Sergeants
were G2s, G3s would be Staff Sergeants, a new position between the 1SG and the platoon
leaders, who were G4 line Sergeants. Corporals made up the fifth rank and PFC and Privates
made up the G6 and G7 ranks. (This changed in 1948 and 1949, becoming the system we use
today where Privates are E1s.) The G rank established a basic pay grade. In addition to that,
however, the privates and PFCs had 12 specialist ratings which added to pay, and by 1922 the
Army identified 231 vocational skills in which a Private/Specialist could qualify and receive
additional pay. While on paper this system addressed the overabundance of NCOs and reduced
the number by reclassifying those whose rank depended on a specific skill as Specialist rather
than NCO (thereby reducing the rank without reducing pay), in practice this became an
unwieldy and confusing system. Under those conditions, one could draw almost as much pay as
a G7 PFC Specialist Rating 10 as a line sergeant, and one would find an easier, more stable
career. Further, since promotion was still controlled by the local commander, NCOs transferring
from one unit to another may or may not keep the same rank and if one lost rank there was no
appeal. In addition, when an enlisted Soldier was transferred, regardless of rank, they were
demoted to Private from the time of transfer, and it was up to local command and unit need to
determine if rank would be restored once the Soldier arrived at the new permanent duty station.
As mentioned, a G7 PFC Specialist Rating 10 drew as much pay as an NCO and had none of
these issues, and his pay was steady.3°

J. Despite that, the position of the NCO had changed dramatically between the end of the
Spanish-American War and 1920. NCO pay was roughly the equivalent of a comparable
civilian, a more attainable retirement plan was in place, and NCO authority had been enshrined
in military law. Stabilizing the NCO career path was the next logical step, especially as the
Army added new, technically challenging branches. Yet, reforming the local selection and
promotion system proved difficult. The Chief of the Ordnance Branch, for example,

28 Tn 1926 the USAAS became the USA Air Corps, and in 1941 the US Army Air Force. In 1947 the USAAF became the US Air Force.
The presence and expansion of the air components within the Army was a major factor in reforming permanent retention of NCO rank
within the entire Army.

*" The ranks of Regimental Sergeant Major and Sergeant Major Senior Grade were abolished.

30. Taken as a whole, the National Defense Acts sought to create a three tiered Army, with the Regular/Active duty Army, the National
Guard and the Army Reserve. Although not specifically mentioned in the legislation, the general idea seems to be the Regular Army would
provide the nucleus of an expanded wartime Army, especially a professional officer corps, and the National Guard would provide a reserve
of experienced troops, especially NCOs.
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argued that allowing enlisted transfer in grade would dilute the professional standards of the
ordnance system, which required technical skill for promotion. Ironically, it was the expansion
of the Army Air Corps in the 1930s that put pressure on the system, as highly technically skilled
NCOs were needed in a number of new units and transferring in and out of rank was not a
practical option. By 1939, the Army Air Corps, Signal Corps, Finance, Quartermaster Corps,
Medical Service and Chemical Warfare Service were allowed NCO transfer in grade, but in
general, up until WW2, enlisted personnel were only allowed transfers as privates. As the United
States entered WW2, however, the need to build on the experiences of NCOs overrode tradition,
and by 1943 enlisted transfer in grade became the norm in practice, if not in law. An NCO could
be, and during combat often was, transferred without losing rank.

k. In the 1930s, the need for Soldiers who would follow that path became painfully obvious. The
rise of Imperial Japan, Fascist Italy and Nazi Germany threatened world peace, and although the
US was initially neutral, the Japanese attack on Pearl Harbor in 1941 brought the US into the
war. As in World War I, the ranks quickly swelled. In 1938, the year Hitler annexed Austria and
Czechoslovakia, the US Army had 185,488 Soldiers under arms. By 1941, that number increased
to 1,462,315 and peaked at over 8 million in 1945. Mass mobilization alone could not achieve
victory, because the wars raging in Europe and Asia were the not the same as World War 1.
Much more dependent on tanks, vehicles and aircraft, WW2 was a war of technology, industry,
mobility and firepower. Not only could the US produce manpower, it also produced huge
amounts of relatively high-tech, sophisticated weapons. As such, the Army counted on its
specialists and technicians more than ever before, but managing the civilian-soldiers and leading
them in combat required an effective NCO Corps. The Army responded by creating Technical
ranks, an attempt to combine specialist ranks with NCOs while keeping them separate.?! A
Technical rank would have NCO authority in between his G rank and the next lowest. For
example, a T/5 would rank below a Corporal (G5) and above a PFC (G6). As with the
Private/Specialist idea, this was an unwieldy and confusing system, and was replaced in 1949 in
favor of the grade structure we use today.3?

1. In part, this was because of the massive post-war demobilization — by 1948, the Army was
only 554,030 troops. After the atomic bombing of Japan, the need for conventional nonnuclear
forces was in some doubt. The technical ranks were simply not seen as needed, but the need for
technically competent combat NCOs did not disappear, especially in American-occupied Cold
War Europe.?? Under the point system, Soldiers who had been in-theater longest were given
priority to demobilize back to the States, and the Soldiers who had been there the longest were
the NCOs. Replacing them became a matter of urgency in the face of the threat the USSR posed.
During the escalating tensions of the Cold War, the Army rethought how it selected and trained
NCOs, and it is not a coincidence that the first postwar NCO academies were created in occupied
Italy and Germany.

31. Army Circular No. 204, War Department, Washington, D.C., 24 June 1924. Found in Fisch and Wright, The Story of the Noncommissioned
Officer Corps, 188-189.

32. “Career Compensation Act of 1949.” H.R.5007/Public Law 351: October 12, 1949.
33. Army Circular No. 202, Section II: Grade Structure. Found in Fisch, Arnold G. and Robert K. Wright, The Story of the Noncommissioned
Officer Corps, 189-190.
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m. In November 1945, the 88th Infantry Division in Venezie Guila, Italy, created the first
school devoted to educating professional NCOs, called the Lido Training Center. The course
taught at Lido Training Center lasted six weeks, and prospective NCOs lived in a model
battalion that was in many ways reminiscent of basic training. Corporals and Sergeants
conducted instruction. At the same time, the US Army in Europe (USAREUR) organized the
United States Constabulary. Training new Soldiers in occupation duty required new techniques
and the Constabulary School opened its doors in February 1946. Both officers and enlisted
Soldiers made up the first class, although separating the two occurred immediately afterward.
Between 1946 and 1948, the Constabulary School offered several NCO courses, including a
First Sergeants course. In mid-1948, the Constabulary School was closed. By that time, at the
Armor School in Ft. Knox, BG Bruce C. Clarke organized a four-month long NCO Course with
comprehensive classroom instruction. In mid-1949, Clarke assumed command of the 2™
Constabulary Brigade. In September 1949, with the support of MG Isaac White, Constabulary
commander, BG Clarke opened the Constabulary NCO Academy (NCOA) at Jensen Barracks,
Munich, West Germany. It was the first NCOA and the first academy specifically devoted to
creating a professional NCO.>*

n. Throughout the 1950s, BG Clarke organized NCOAs both in the European theater and in
Texas, Hawaii, and Korea. The Korean War, 1950-1953, put pressure on efforts at systematic,
standardized NCO education. Once again, the rapid size increase of the Army strained the entire
system and underscored the need for technical expertise. After the war, in 1954, the Army
introduced the Military Occupational Specialty (MOS) system of specialized tasks and brought
in the Specialist system, which was similar to the old technical rank. Demand for NCOs was
great, yet attendance at NCOAs was not then mandatory for promotion.

0. The 1954 system revived to some degree the old technical rank system, but with the
understanding that the Specialist was not an NCO and had no command authority.*> At E-4, a
Soldier could either become a Corporal or a Specialist. Likewise, for each pay grade, an NCO
rank was paired with a Specialist rank — a E5/Sergeant held the same pay grade as a Specialist
Fifth Class. Like the technical system, this proved to be awkward in practice. It was unclear, for
a single example, what a Specialist six should do for guard mount. Should they pull guard duty
like an E3 or should they hold guard mount like an NCO?3¢ The Army itself wavered on the
position. Upper grade Specialists saw themselves as senior enlisted troops and thus exempt from
the mundane work details of the junior ranks, while NCOs saw them as drawing the same pay
without the responsibilities for leadership. In practice, when NCOs were in short supply,
Specialists could and did find themselves doing an NCO’s job, while an NCO was always
expected to have the same pay level MOS expertise as a Specialist. Four years later, in part to
ensure a career path for Specialists, a Spec eight and Spec nine rank were created. It was never
clear how the qualifications for a Spec nine and a Sergeant Major differed, and in 1968 the Spec
eight and nine were abolished. In 1978, the Spec seven rank was converted to SFC and the Spec
five and six ranks were converted to SGT and SSG in 1985.%7

3% Dan Elder, Educating Noncommissioned Officers, p. 14-16.
35 Army Regulation 615-15: Separation of Noncommissioned Officers from Specialists. HQ, Department of the Army, Washington D.C., 2
July 1954. Found in Fisch, Arnold G. and Robert K. Wright, The Story of the Noncommissioned Officer Corps, 190-192.

36 AR 615-15 (opus cited) Section VII :b states that Specialists E7 and E6 would be exempt from guard and fatigue duty ... except in
unusual circumstances...” but granted those grades the same privileges as NCOs — which did not clarify the situation.

37-Message, HQ, Department of the Army, Washington, D.C., 28 May 1985: Elimination of Specialist Ranks. Found in Frisch, Arnold G. and
Robert K. Wright, The Story of the Noncommissioned Officer Corps, 192.

1 January 2020 TC 7-22.7 1-13



Today the Specialist E4 is the last Specialist rank in the Army. While the Specialist system was
designed to put Soldiers in pay grades commensurate with their expertise while preserving the
prestige of the NCO as distinct combat leaders in those pay grades, it never quite lived up to its
promise.

p. Separating NCOs from Specialists made clear what was expected of Specialists, but
producing NCOs remained a challenge. Throughout the 1950s, the NCOA experiment continued,
but issues emerged which affected the quality and effectiveness of the schools. NCOAs suffered
from a lack of common curriculum, trained instructors, and a clear sense of purpose. On 25 June
1957, AR 350-90 attempted to standardize NCOAs, but fell woefully short. Commanders at
multiple levels were authorized “but not required” to establish NCOAs; there was a minimum of
four weeks of instruction; and while there was a prescribed number of class hours in various
topics, there was no “standardized course of instruction” and even the number of courses offered
was “determined by local requirements.” While it was suggested that junior and senior NCOs
should attend separate courses, it was not required and “...the content of the two courses need
not vary appreciably.”® Critics pointed out NCOAs “did not provide an overall program of NCO
development” and noted a “lack of uniformity” in their operations.’ Even as late as October
1967, GEN J. K. Woolnough wrote to GEN Ralph Haines ”...I have found no clear and
universally accepted definition of the mission of our NCO Academies as I have traveled through
CONARC [Continental Army Command]...I believe this has been a basic weakness in our NCO
development program.”40

q. Despite this, in the 1950s new emphasis on education and development of the NCO rank
structure promised change within the NCO Corps due to the new organizational structure of the
Pentomic Division. But the maelstrom of Vietnam put most of that on hold. As the Army
became more deeply involved in Vietnam, the structural flaws in the NCO system of recruiting,
training, and adaptability became increasingly apparent. The lack of NCO-specific training and
education became critical as the need for small unit combat leaders increased. The Army system
of rotation in Vietnam (in particular the one year tour of duty) did not allow the NCO time to
develop skills and experience to train and maintain the unit. Officers, on the other hand, went
through extensive training in several venues, which placed them in a much stronger position as
small unit leaders. The war in Vietnam then reversed the traditional role between the NCO and
the commissioned officer. Unlike Von Steuben’s vision of the NCO being the mother and the
commissioned officer the father of the unit, conditions in Vietnam enhanced the role of the
better educated, better trained officer at the expense of the NCO and forced the officer to
assume, at least in part, both roles.*! The role of senior NCOs such as First Sergeants became
increasingly minimized in the highly fragmented battlefield environment. In addition, it was not
entirely understood precisely what the role of the Sergeant Major (SGM) was to be.

38, “Extract from Army Regulation 350-90, HQ, Department of the Army, Washington, and 25 June 1957.” Found in Fisch, and Wright, The
Story of the Noncommissioned Officer Corps, 180-181.

39. Darden, Fred A. (CPT.) “No Time for Sergeants.” Infantry Journal V. 51: January-February 1961, 21-23; USCONARC/USARSTRIKE
Annual Historical Summary 1 July 1964-30 June 1965 (HQ, United States Continental Army Command: Ft Monroe, 1965), 241-243.

40.  J.K. Woolnough, (GEN), CONARC CG to GEN Ralph Haines, Vice Chief of Staff. 25 October 1967.Washington, D.C. Found in
NCOLCOE Archives, NCOES Development Files, Fort Bliss, Texas.

41. Fisch, and Wright, The Story of the Noncommissioned Officer Corps, 18-20.
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It was generally understood by the mid-1960s that the SGM’s first duty was to serve his
commanding officer “well and loyally;” his second duty was to keep his staff advised of the
commander’s intent; and his third duty was as the senior enlisted Soldier with responsibilities
towards the troops.*> Balancing these three duties depended greatly on other’s perceptions, but
specific clarity remained elusive.

r. So as to address that lack of clarity, Chief of Staff, Army (CSA) GEN Harold Johnson sought
to define the role of the SGM as senior advisor at all levels and wanted to add prestige to the
position of senior NCO. He did this two ways. First, in 1966, stating that "...if we are going to
talk about the noncommissioned officer as being the backbone of the Army, there ought to be a
position that recognizes that this is in fact the case," and thus approved the creation of and
appointed to the position of Sergeant Major of the Army (SMA) William O. Wooldridge.
Promoting an enlisted man, as an enlisted representative, to a key position within the CSA’s
position was unprecedented. When Wooldridge became SMA in 1966, the rank of SGM itself
was eight years old. The SMA was to serve as the senior advisor to the CSA regarding enlisted
matters (the term Johnson used was “ombudsman”). SMA Wooldridge expanded the role by
working to improve enlisted/NCO communication. He became, in a time of great trauma in the
NCO Corps, a symbol of what an enlisted Soldier’s career could be. The creation of office of the
SMA changed the way the Army perceived NCOs and the way enlisted/NCOs viewed
themselves. SMA Wooldridge connected the enlisted ranks with the upper Army echelons. As
Vietnam challenged the perception many had about the Army and pushed change the SMA
worked to keep that change on a positive footing. He became not just the CSA’s eyes and ears
but, in many ways, that of the enlisted ranks as well.**

s. Likewise, so as to establish clarity between those SGMs who acted as the commander’s eyes
and ears and those who served as staff, in 1967 Johnson approved the creation of the Command
Sergeants Major (CSM) Program.** The program was designed to create a select group of SGMs
ready for assignment to all major commands, and in 1968 192 SGMs were selected to become
CSMs.* For the first time in Army history an enlisted Soldiers were to be given responsibility
at the highest Army levels. The creation of the ranks of CSM, SGM and SMA was in response to
problems that had been endemic throughout the 20" century. Demobilization, career stagnation,
and limited opportunity were challenges the Army had to deal with repeatedly, and a large part of
that stemmed from an NCO system that was better suited for the 1880s than for the problems of
the post-WW2 world. The creation of the new ranks changed the system, added to the prestige of
the NCO Corps, and preserved and utilized senior NCO experience. Developing an educational
system that supported these new responsibilities remained to be done.

1.3. The NCO as an Educated Professional.

a. The idea of educating NCOs was, as we have seen, not a new one. GEN Pershing had called
for schools at local unit levels, and post-World War II NCO academies had been established to
address the shortage of competent NCOs.

4. Fisher, Guardians of the Republic, 314.

4. Daniel K. Elder, et al., The Sergeants Major of the Army. Part I1: William O. Woolridge. Center for Military History (Washington, D.C.:

2013), 57-67.

4_1:1‘ “Command Sergeant Major Program Chronology.” Unpublished bound volume compiled by Dr. R. Bouilly. NCOLCoE Archives, Ft. Bliss,
exas.

45. CIR 611-39: Personnel Selection and Classification Command Sergeants Major. Headquarters, Dept. of the Army. Washington, D.C.: 17 June
1968.
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b. Overall, NCO academies had limited success. In 1957, Army studies began on how NCOs
were selected and developing a standard NCO course or courses. One result of such studies was
Secretary of the Army Stephen Ailes’s “Drill Sergeant Concept.” Ailes compared the basic
training of all services and concluded the Army needed specially trained Drill Sergeants to
instruct, monitor and mentor new recruits. Drill Sergeants would represent, personally and
professionally, the highest standards of the Army. Thus in September 1964, the Drill Sergeant
program and course was established at Fort Jackson, SC.46

c. This was the first NCO school to focus on effective NCO leadership rather than on leadership
within an MOS or branch (See Figure 1-3).*’ It maximized the role of the NCO, as a Drill
Sergeant was expected to work with trainees throughout their entire Basic (and in most cases
Advanced Individual Training) cycles. Within three months, Drill Sergeant schools had opened
at Fort Dix, NJ; Fort Polk, LA; Fort Knox, KY; Fort Leonard Wood, MO, and Fort Ord, CA. By
1967, Drill Sergeants were an established part of Army life, and introduced Soldiers to NCO
professionalism and authority from their first day. In the face of the situation in Vietnam,
graduates of the Drill Sergeant schools became highly desired as unit NCOs.
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Figure 1-3. Seventh Army NCO Academy.

d. As effective as the Drill Sergeant program was, it was specialized training and not a
replacement for the NCOA system or for general NCO education. The situation in Vietnam
demanded NCOs immediately, and “...the expansion of the Army was creating a youthful and
inexperienced corps of noncommissioned officers.” More than half (57 percent) of NCOs
assigned to CONUS had not attended either an NCOA or Drill Sergeant School.** Partly
influenced by the success of both the Drill Sergeant school and Officer candidate courses, and
partly considering the time frame of a two-year enlistment, CSA Harold Johnson approved in
June 1967 a Noncommissioned Officer Candidate Course (NCOCC.)*

46. The Fort Jackson NCOA was established in 1959, and the practice had been to rotate NCOs from the NCOA to the basic training units.

47. Jackie H. Tyson and Mark T. Swanson. Fort Jackson 1917-2017 (New South Associates: Columbia, 2017), 165-168.

48. AG COL S. Gritz proposed sending all NCOs to Drill Sergeant School prior to deployment to Vietnam. Memorandum, “Training of
Noncommissioned Officers,” Gritz, S. COL (Adjutant General Command) to Commanding Generals, CONUSA. 8 February 1967. Found
in NCOLCoE Archives, NCOES Files, Ft Bliss, Texas.

49. Dan Elder, Educating Noncommissioned Officers, 24.
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The NCOCC was based on the same principle as OCS. Over twelve weeks, Soldiers were trained
in tactics, unit management, and leadership, followed by a 9 or 10 week practical application in a
training center. MG Melvin Zais, one of the original designers of the program, called the course a
“bold departure from previous...policies” and “revolutionary,” and its graduates were a “new
kind of Soldier.”** NCOCCs produced more than 33,000 graduates who were in high demand in
combat and other units in Vietnam. At the same time, older NCOs who saw Soldiers obtaining
the rank in 21 or 24 weeks that had taken them years to achieve harbored a great deal of
resentment over the ‘shake and bake NCOs’. They were also concerned about how young,
educated NCOs would affect their own chances for promotion. Yet the success of the NCOCCs
could not be denied, producing both junior NCOs in both quality and quantity.’! MG Zais
summed up the NCOCC'’s legacy on future NCO education almost by accident in 1967: “What
we had been doing by accident, heretofore we would do by design.”>

e. The 1960s and the war in Vietnam left the Army and the NCO Corps badly in need of
reform, but between the Drill Sergeant school and the NCOCC:s it was clear that the way to
build an effective NCO Corps lay in education. Throughout the 1960s several studies
collectively known as Project Proficiency laid the framework for NCOES, based on the
principles learned at NCOCC and on a progressive model of education similar to the system
used for officers.”

The objectives of NCOES were

"... to increase the quality of the noncommissioned officer corps, to provide
enlisted men the opportunities for progressive and continuing development, to
enhance career attractiveness by offering formal leadership and development
training, and to provide the Army with highly trained and dedicated
noncommissioned officers to fill positions of increasing responsibility.">*

f. It is a vision that has remained consistent even as the mission of the Army and NCO education
itself evolved. Ten years later, U.S. Army Training and Doctrine Command (TRADOC) stated
NCOs had to be "...competent, confident, and knowledgeable, and capable of teaching, leading,
and caring for Soldiers.">> In 2007, TRADOC CSM John Sparks, in a presentation titled
Transforming NCOES: A NCO Life-Long Learning Strategy, stated an NCO was a professional
American Soldier, technically and tactically competent, a steward of resources, a critical and
creative thinker, a warrior-leader, a leader developer, and a worldwide ambassador.>® In the
aftermath of Vietnam, NCOES was designed to produce a stronger, modern NCO Corps.

s50. Melvin Zais (MG), “The New NCO.” Army (May 1968), 72-76.

s1. Dan Elder, Educating Noncommissioned Olfficers, 25-26.

s2. Infantry NCO Candidate Course Handbook (US Infantry School: Ft. Benning, n.d.), p. 7.

53. CONARC/ARSTRIKE Annual Historical Summary, FY 1971 (HQ, USACAC: Ft Monroe, 15 July 1972), p.241-242.

s4. CONARC/ARSTRIKE Annual Historical Summary, FY 1971 (HQ, USACAC: Ft Monroe, 15 July 1972), p.241.

55. TRADOC Annual Historical Review 6 January to 31 December 1988, Henry O. Malone, ed. (Office of the Command Historian: Ft,
Monroe, 1989), p. 118.

s6. John Sgarks CSM. Trargf{orming NCOES: A NCO Life-Long Learning Strategy, 29 October 2007. Slides from PPT presentation, found
in NCOLCOoE Archives, Slides 60-66.
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g. NCOES was originally conceived as a three-tier system — Basic for ESs, Advanced for E6s
and 7s, and a Sergeant Majors Course.’’ The program itself was approved in 1969. The first
Basic courses were taught in 1970, and the Advanced courses taught in 1972. It was a rocky
implementation, but as the NCO Corps began rebuilding after Vietnam, NCOES quickly became
part of the NCO experience. For the first time, NCO advancement and promotion became linked
to a standardized core curriculum. The third, and most controversial, tier was added by
Department of the Army General Order 98 in July 1972, which created The U.S. Army
Sergeants-Major Academy (USASMA). USASMA had two functions — it was the home of the
NCOES and it provided the capstone, 600-hour educational experience for senior NCOs. For the
first time, NCOs had an educational structure reflecting the professional realities and capabilities
of an Army NCO.

h. If the NCOES was an educational system comparable to that which produced the officer corps,
in 1976 the creation of the Enlisted Personnel Management System (EPMS) provided a career
management system for NCOs similar to that of the officer corps. Tying enlisted promotion to
education had always been a long-range Army goal.58 The establishment of TRADOC on 1 July
1973 facilitated the standardization of curriculum throughout NCOES and provided a forum for
reform of the system. For example, as EPMS was implemented concerns about lower ranking
enlisted personnel not being ready for Basic course led to the development of the Primary NCO
Course (PNCOC) and the redesign of the Basic course as BNCOC, while the Advanced courses
became ANCOC. The development of the EPMS and the NCOES throughout the 1970s and 80s
began transforming the image of the Army NCO into a highly trained, highly educated
professional in their own right. One of the main engines of professionalization and education has
been USASMA. In 1987, USASMA moved into a modern academic campus at Fort Bliss, TX

(See Figure 1-4).
-

Figure 1-4. United States Army Sergeants Major Academy (USASMA).

57- There was some debate over the Sergeant Majors/Senior NCO course. CSA GEN William Westmorland and CG CONARC GEN James K.
Woolnough, while enthusiastic supporters of NCOCCs and NCOES, felt that E8s and E9s, like general officers, needed no further education.

NOTE: GEN Woolnough’s successor, GEN Ralph Haines (CG CONARC from 1970 to 1973) reversed that, fully supporting what would
become the US Army Sergeants Major Academy.

8 TRADOC Annual Historical Review 6 January to 31 December 1988, p. 118.
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1. Into the 1990, and 2000s, NCOES underwent several changes. Reforms in the 1990s showed
marked improvement in curriculum. The attacks of September 11, 2001, and subsequent
conflicts put increased pressures on the Army and its NCOs. A major turning point came with
the publication of The Army Training and Leader Development Panel Report (NCO) Final
Report 2 April 2002. The report itself was the culmination of numerous studies and conferences
throughout the 1990s, and the Final Report provided input from the NCO corps itself on the way
it should evolve. The report clearly stated that improving NCOES was the NCO corps top
concern. Such improvements included better addressing of full spectrum operations, a
downward rather than lateral emphasis on skill level training, increased rigor and higher
standards, more emphasis on experiential learning, and better input from the field to maintain
NCOES relevancy. The wars of the 2000s shaped the way NCOES responded to this study. On
one side, repeated deployments and the pressure of war made attendance and completion at
NCOES schools difficult. Yet, the Gulf War had demonstrated, and Final Report emphasized,
how important NCOES was in creating and maintaining an effective and professional NCO
corps.

J. Responses to the report and the war included curriculum changes, such as the 2005 transition
from PLDC to the Warrior Leader Course. The changes also included reconceptualizing NCO
education, and in particular the SGM’s course, as a pathway to a college degree. That meant a
substantial redesign of USASMA and NCOES itself, with the ultimate goal of giving USASMA
120 hour BA granting status. In 2002, invoking Title X as its authority, the number of instructors
at USASMA increased and the academic requirements to be an instructor became the same as at
an accredited or other Army college who were accredited through the Higher Learning
Commission (HLC.) In 2005, USASMA began adopting the Command Staff General College’s
(CSGC) Program of Instruction (POI) and academic structure, increased its instructors again,
expanded the number of academic departments from three to five, and the lessons and lesson
plans became more adaptable. The SGM Course itself went from nine to ten months to meet
CSGC/HLC academic requirements. USASMA qualified for accreditation through CGSC/The
Higher Learning Commission, with the first 110 Sergeants Majors of Class 69 receiving their
BA in Leadership and Workforce Development in 2019.

k. The new curriculum was in place by 2009, and first class to use the new POI was Class 60.
That same year, CSM Raymond Chandler became the Commandant of USASMA, the first time
an NCO became commandant of a major Army school. The graduates of Class 60 also paved
the way for another innovation. In 2015, Commandant Defreese oversaw the initiation of the
Pennsylvania State University’s USASMA Fellowship Program. Graduates of USASMA attend
classes for a master’s, and in turn they would qualify to become instructors at USASMA. This
created a “feed” of instructors whose qualifications met the HLC requirements for certification.

1. Still, NCO professional development remained fragmented in many ways. In August 2009
TRADOC created the Institute for NCO Professional Development (INCOPD.) INCOPD was
to coordinate and develop all aspects of NCO education and professional development.
Between 2009 and 2016, it developed a comprehensive NCO educational and professional
development system (NCOPDS) which replaced NCOES. NCOPDS was announced to the
Army with the publication of NCO 2020 Strategy: NCOs Operating in a Complex World (Dec
2015), and continues the idea of educating NCOs, but in a more holistic way than NCOES
allowed. The NCO 2020 Strategy sees “NCOES evolving into an integrated NCO Professional
Development System.”
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m. NCOPDS includes education, with Line of Effort (LOE) #1-Development, LOE#2-Talent
Management, and LOE#3-Stewardship of the Profession. The NCOPDS consists of five schools:
the Basic Leader Course, Advanced Leader Course, Senior Leader Course, Master Leaders
Course, and Sergeant Majors Course. It allows for continuous education by requiring
Distributed Leaders Course (DLC) in-between courses (See Figure 1-5). NCOPDS includes
MOS proficiency and policy, providing NCOs with a holistic and relevant approach to
education, training and professional career development. Overseeing NCOPDS and developing
a common curriculum and POlIs, in 2018 USASMA became the NCO Leadership Center of
Excellence (NCOLCoE.) The end result is to systematically and holistically develop an NCO
corps that is flexible, adaptable, credentialed, has a strong sense of its own identity and ethos
and is capable of meeting warfighting challenges across a broad spectrum of situations and
environments.
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Figure 1-5. NCO PME Learning Continuum.

n. NCOPDS and the NCOLCOoE are the latest step in the evolving capabilities and opportunities
of the NCO corps. The modern battlefield is expected to be fluid and fast and requires maximum
subordinate freedom of action within the commander’s intent. Full spectrum dominance expands
that and pushes the physical battlefield into areas such as cyberspace that the combat leader
cannot afford to ignore. The volunteer Soldiers of today are better educated and technologically
aware than previous generations and the level of technical sophistication is much greater.
Effectively leading, teaching and administering such troops has never been more challenging.
The NCO educational system developed in the post-Vietnam era teaches NCOs how to function
at higher levels and preserves, enhances and expands the quality, authority, and prestige of the
NCO corps.

0. Post-9/11, with its subsequent invasions of Afghanistan and Iraq as part of the Global War on
Terrorism (GWOT), the Army and the NCO Corps that developed throughout the post-Vietnam
era faces its greatest trial to date. The Army has been at war for more than a decade and half,
placing pressure on troops, material, and resources. Tactically, the NCO of today bears more
responsibility for mission success than at any other time in the Army’s history. The nature of
today’s conflicts places more emphasis than ever on the role of the small unit leader and
decentralized operations. The equipment the modern Soldier carries is more technologically
advanced and requires knowledge, care and skill to employ successfully. Today’s NCOs perform
tasks in civil and military affairs that previously would have been the exclusive province of
officers.

1-20 TC 7-22.7 1 January 2020


1161339500.MIL
Text Box


p. In the era of the Internet and 24 hour news, the responsibility to act as upholders of Army
values is a never-ending task and the NCO ensures these values are kept throughout the ranks.
Leading today’s educated, technically savvy, highly motivated troops requires excellent
leadership, critical thinking, communication and managerial skills. Being an NCO has
transitioned from being a job to a professional career because today’s Army demands more from
its NCOs than ever before. As always, the NCO keeps careful watch over the troop’s morale,
training, well-being and readiness. The risks of war and multiple deployments add a unique
stress to the NCO’s personal and family life. Yet, history, tradition and the educational,
professional and organizational reforms from the 1970s to the present prepare the NCO corps for
the challenge. Von Steuben might be surprised at the diversity of roles and responsibilities the
NCO corps of today carries, but he would certainly recognize in it the backbone of the Army he
envisioned more than two centuries ago.
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CHAPTER 2
BE, KNOW, DO
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"Sergeants must inspire Soldiers to be more than they ever thought they could be."
- CSM James A. (Art) Johnson

Chapter 2
Be, Know, Do
2.1. NCO Common Core Competencies (NCO C3).

'NCO Common Core Competencies: Six major topic areas (Readiness, Leadership, Training
Management, Communication, Operations, and Program Management) taught in NCO
Professional Military Education (PME) are common to all Noncommissioned Officers
regardless of Military Occupational Specialty (MOS), rank, or position. NCO common core
competency topics support the four Army Learning Areas, includes subjects that are sequential
and progressive, and build on skills,knowledge, and abilities of every NCO by enhancing a
shared understanding required to operate effectively as a professional member of a ready and
lethal force.

READINESS

NCOs are responsible for Soldier readiness and play a key role in unit readiness. This
competency includes: inspections, comprehensive Soldier fitness (physical, spiritual, emotional,
social, and family), equipment maintenance, Soldier for Life-Transition Assistance Program
(SFL-TAP), resiliency, Medical Protection System (MEDPROS), and financial readiness.

The Army relies on NCOs capable of conducting daily operations, executing complex tactical
operations, and making intent-driven decisions. NCOs must lead by example and model
characteristics of the Army Profession. This competency includes: servant leadership,
counseling, coaching and mentoring, the Army ethic, Army values, and character development.
It also includes a thorough understanding of the leadership requirements model (attributes and
competencies), critical thinking, and problem solving.

TRAINING MANAGEMENT

NCOs are directly responsible for training individual Soldiers, crews, and small teams. The
Army training principles provide a broad but essential foundation to guide NCO leaders as they
plan, prepare, execute, and assess sustained and effective training. This competency includes:
risk management, preparing an 8-step outline, conducting individual training, and the art and
science of training from squad to brigade level.
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COMMUNICATION

Competent leaders depend on good communication. Leaders cannot lead, supervise, counsel,
coach, mentor, or build teams without the ability to communicate clearly. This competency
includes: verbal (public speaking & military briefings), written (English and Grammar), active
listening, facilitation, negotiations, social media, digital communications, and media
engagement.

OPERATIONS

Mission command is the Army's approach to command and control that empowers subordinate
decision making and decentralized execution appropriate to the situation. This competency
includes: large-scale combat operations, multi-domain operations (cyber, land, sea, air, &
space), Joint operations, operational & mission variables, Troop Leading Procedures (TLP),
Military Decision Making Process (MDMP), warfighting functions/combat power, operational
terms & symbols, operational contract support, and DoD strategies.

PROGRAM MANAGEMENT

NCOs assist their officer counterparts in managing Army programs that help Soldiers and
Families. This competency includes: The Army Safety Program, Army Learning Management
Systems (ALMS), Army Career Tracker (ACT), Army Training Management System (ATMS),
Talent Management, Army Maintenance Program, Army Community Services (ACS),
Information Management, Command Supply Discipline Program (CSDP), Integrated Personnel
and Pay System-Army (IPPS-A), and the Army Force Management Model (How the Army
Runs).

1 January 2020 TC 7-22.7 2-3



"It is the Noncommissioned Officer to whom the Soldier first turns to when he/she needs
information, counsel, or other help. Squad Leaders, Platoon Sergeants, and First
Sergeants create the leadership environment in which today's Army concepts thrive or
expire. The quality of the Noncommissioned Officer Corps determines in large measure
the quality of the Army."

- 4th SMA Leon L. Van Autreve

The Role of the Sergeant Major of the Army

&

2.2. The Sergeant Major of the Army (SMA).

The SMA is the senior enlisted position of the Army, serving as the senior enlisted adviser
and consultant to the Secretary of the Army and the Chief of Staff of the Army. The SMA
is appointed to serve as the voice of the NCO corps to address the issues of enlisted Soldiers

to all officers.

The Role of the Command Sergeant Major and Sergeant Major

2.3. The Command Sergeant Major (CSM).

The CSM is the senior NCO in the command at battalion and higher levels. The CSM carries
out, and enforces, policies and standards on performance, training, appearance and conduct of
the organization. The CSM is the principal advisor to the commander, giving advice and
making recommendations to the commander and staff in matters pertaining to the organization.
The CSM is responsible for enlisted talent management and ensures all aspects of the NCO C?
are present in the operational domain.
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The Sergeant Major (SGM).

The SGM is the key enlisted member of staff elements at battalion and higher levels. The
SGM’s experience and abilities are often equal to that of the unit CSM, but their direct
leadership influence is limited in scope to those directly in their charge. The SGM is key in the
training and operations planning process, leveraging their experience and vast technical and
tactical knowledge to advise the staff and the Operations Officer. The SGM is a subject matter
expert in their field, primary advisor on policy development, analytical reviewer of regulatory
guidance and often fulfills the duties of the CSM in the incumbent’s absence.

The Enlisted Commandant.

Department of the Army selected CSMs will serve as an enlisted Commandant at NCO
Academies. These CSMs exercise command and control over all elements assigned or attached
to the academy. The responsibilities of an enlisted Commandant differ from normal CSM
duties and authorities in that they are solely responsible for directing the operations of their
academy through mission command. Enlisted Commandants can expect to be responsible for
property accountability, budget decisions, administrative actions, manning, training,
mentoring, and talent management in addition to the above CSM/SGM responsibilities.

While the duties and responsibilities may vary, the core competencies required of the CSM and
SGM are synonymous. Those competencies include, but are not limited to:

Readiness

1) Apply Standards for training proficiency and report training data accurately.

2) Conduct continuous performance assessments of organizations to ensure effective
management of opportunities (self-development, leadership development, NCOPDS, and
functional courses).

3) Focus on key training objectives.

4) Coordinate and sustain a reception and integration program.

5) Determine effectiveness of all policies and practices affecting readiness; manage the
process.

6) Manage the personnel and individual training components of the Unit Status Reporting
(USR).

7) Leverage current and proposed initiatives (ESB, EIB, EFMB, ACFT) to drive readiness.
8) Promote relationships with supporting organizations that support readiness.

9) Manage Human Resources in order to maintain directed levels of individual readiness.
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Leadership

1) Possess the courage and moral strength to do the right thing consistent with the Army
Values.

2) Execute enlisted talent management utilizing Soldier knowledge, skills, and behaviors.
3) Understand Mission Command to execute the Commander’s intent through disciplined
initiative.

4) Extend influence inside and outside the organization through negotiation and utilizing
social intelligence (self-awareness, self-management, social awareness, and social skills).
5) Develop agile and adaptive leaders who solve problems using critical and creative
thinking to sustain an organizational culture that enables Mission Command.

6) Mentor staff NCOs and officers, continually develop their skills to build a stronger staff
and planning cell.

7) Be present and engaged with the unit’s training and operations, provide clear and
unbiased feedback to staff and planners.

8) Identify and provide solutions to problems or issues affecting the unit.

9) Drive the NCO development process.

Training Management

1) Foster an organizational learning culture where opportunities for growth and
improvement are enduring.

2) Eliminate or minimize training distractions; discipline the training management process.
3) Verify completed training is codified in the system of record.

4) Conduct After Action Reviews and capture lessons learned.

5) Collaborate efforts and resources to allow for cross-training and continuity.

6) Ensure training meets the commander’s intent, mission requirements, and Soldier’s
abilities.

7) Ensure the implementation and proper conduct of key and essential training events such
as the ACFT, individual and collective training.

8) Enforce the 8-Step Training Model.

9) Implement and enforce policies and standards on training.

10) Identify, plan, coordinate and protect training.
Communications

1) Ensure common operating picture thru unity of effort, greater efficiency, and increased
accountability.

2) Communicate strategic and operational level policy to the tactical level.

3) Coordinate staff efforts by assessing and adjusting information sharing as needed, based
off of capability gaps or weaknesses as identified.

4) Advise the commander in the development and employment of redundant
communications systems (PACE plan).
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5) Understand the target audience and effectively communicate the message to echo the
commander’s intent and inspire those audiences.

6) Monitor and enforce the unit’s digital communications SOPs. Utilizes engaging
communication techniques and messages to ensure open communication, solicit feedback
from the staff, and remain approachable to foster a positive command environment that
supports organizational growth through open and candid communication.

7) Assess and advise the impacts of policy and initiatives on the organization.

8) Engage key stakeholders and foster strong relationships with agencies within the
community to build teams and expand the unit’s sphere of influence.

9) Build relationships with peer units and higher headquarters to champion the unit up and
out.

Operations

1) Understand the operational environment.

2) Employ Mission Command principles and support the Commander’s priorities.

3) Extend the operational reach of the Commander in all aspects, from leadership, to
planning, and operations.

4) Identify gaps in both the organization and the plan, then leverage resources to overcome
them.

5) Engage throughout the planning process — Influence planning efforts to reflect reality and
true training goals.

6) Validate unit sustainment practices and participate in sustainment rehearsals.

7) Leverage time and resources to plan, prepare, execute, and assess training.

8) Enforce and the command’s SOPs.

9) Have a directed focus on the battlefield and in garrison.
10) Ensure leaders are accountable and responsible for the proficiency of their subordinates
(Soldiers and Army Civilians) to prepare to conduct its wartime mission.
11) Prioritize resources and ensure subordinate unit requirements are met.

Program Management

1) Shape leaders through talent management efforts that develop NCOs through
educational and training opportunities.

2) Enforce effective use of available time to support unit increases in proficiency; actively
champion the balance of work/life balance for Soldiers and leaders.

3) Support commander’s programs and facilitate Army programs through accountability
practices (UPL, AOAP, Retention).

4) Integrate teams to optimize unit performance with programs and practices.

5) Understand the vision, objectives, and goals of higher headquarters; advise the
Commander in developing supporting efforts and policy.

6) Develops, mentors, and manages talent two levels down, based on organizational
requirements and assists in subordinates career progression.

7) Implement and maintain organizational Leader Professional Development programs.
8) Promote the unit’s heraldry and history.
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The Role of the First Sergeant and Master Sergeant

2.4. General Baron Von Steuben, a key advisor to George Washington, outlined the duties of
NCOs such as the Sergeant Major, Quartermaster Sergeant, and other key NCOs, but it was the
company First Sergeant to which he directed most of his attention. According to Von Steuben,
First Sergeants must be "intimately acquainted with the character of every Soldier in the
company and should take great pains to impress upon their minds the indispensable necessity of
the strictest obedience as the foundation of order and regularity."

(%

The First Sergeant (1SG).

The 1SG is the senior enlisted advisor to the Commander at the Company/Troop/Battery level.
1SGs are responsible for maintaining and enforcing standards, ensuring training objectives are
met, developing the Soldiers in the unit, all administrative functions, and ensuring the health,
welfare, and morale of the unit and their Families. The 1SG serves as a coordinator for training
and resources, as well as the lead integrator with outside organizations and entities. The 1SG is
the standard bearer for their organization and serves as a role model for all Soldiers, NCOs and
Officers.

@

The Master Sergeant (MSG).

The MSG serves as a key enlisted member of staff elements at battalion or higher levels.
Although not charged with leadership responsibilities equal to that of a 1SG, the MSG’s level of
experience makes them an invaluable member of the staff for input on policy development,
training development, and enforcing standards and discipline within the organization.

As with the SGM/CSM, the duties and responsibilities of the 1SG and MSG will vary, however,
the core competencies are synonymous. Those competencies include, but are not limited to:

Readiness

1) Assist the commander in prioritizing AR 350-1 training; enforce the unit’s training
program.

2) Supervise and guide the unit’s medical readiness (MEDPROS); establish positive
relationships with medical providers.

3) Support and enforce the Integrated Disability System.
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4) Promote and establish relationships with supporting organizations that assist in
organizational readiness.

5) Advise the commander on Uniform Code of Military Justice actions and manage the
execution of the administration process.

6) Implement and manage the unit physical readiness program.

7) Enforce and support the Soldier for Life Transition Assistance Program.

8) Manage the Unit Commander’s Financial Report.

Leadership

1) Live and demonstrate the attributes and competencies of the leadership requirements
model.

2) Exhibit and maintain an atmosphere of respect, adaptability, and resilience.

3) Assess, create, and foster an ethical and positive culture and climate within the
organization.

4) Extend influence within and beyond the chain of command to build relationships.

5) Prioritize presence at training and determine daily the most important place to be within
the organization.

6) Communicate and drive the commander’s vision and intent by serving as the conduit
between the commander and Soldiers.

7) Recognize disciplined initiative within the commander’s intent through competency
based talent management.

8) Strengthen the characteristics of trust, honorable service, military expertise and esprit de
corps through stewardship of the Army Profession.

9) Coach and foster servant leadership through effective counseling and development.

Training Management

1) Develop an organizational learning culture where opportunities for growth and
development are enduring.

2) Design, implement, and manage an NCO leader development program and coach junior
officers.

3) Provide oversight to the training management process.

4) Direct the input of completed training data into the system of record DTMS.

5) Identify and communicate resource needs to allow for training and cross-training
proficiency.

6) Understand and participate in the operations process.

7) Monitor and evaluate individual and collective training in accordance with the unit’s
approved METL.

8) Drive the implementation of the 8-Step Training Model.

9) Recommend, implement, and enforce policies and standards in training.
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Communications

1) Utilize both oral and written products to effectively communicate ideas, viewpoints, and
military correspondence.

2) Demonstrate confidence and presence when speaking publicly to present ideas logically
and clearly.

3) Employ active listening and the components of communication to solve problems and
achieve results.

4) Translate military briefings to the appropriate stakeholders to create shared understanding.
5) Understand organizational level policy and apply at the direct level.

6) Exercise and enforce emotional intelligence (self-awareness, self-management, social
awareness, social skill).

Operations

1) Understand the operational environment.
2) Exercise and support the Commander’s priorities and enable mission command.
3) Extend the operational reach of the Commander in all aspects, from leadership to planning
and operations.
4) Analyze operational gaps in both the organization and the plan; leverage the shortfalls by
providing the appropriate resources and guidance to achieve positive results.
5) Engage throughout the planning process to ensure training objectives are well defined and
achieved.
6) Validate unit sustainment practices and direct sustainment rehearsals.
7) Understand Army doctrine associated with mission command and operations.
8) Endorse and enforce the command’s SOPs.
9) Advise commanders and staff; direct the NCO support channel in all operations.

10) Leaders must be accountable and responsible for their subordinates proficiency in
conducting their wartime missions.

Program Management

1) Train and educate subordinates on Army and organizational programs.

2) Assist in developing and maintaining a training calendar to create predictability for
service members and enable comprehensive Soldier and Family fitness.

3) Execute talent management.

4) Lead information dissemination within the unit.

5) Oversee social media platforms and online conduct.

6) Assist and enforce the standards associated with unit maintenance programs.
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The Role of the Sergeant First Class

@

2.5. The Sergeant First Class (SFC).

The SFC may serve in a variety of positions from Platoon Sergeant to NCOIC, or as a member
of the staff at battalion or brigade levels. The Platoon Sergeant is the senior NCO at the platoon
level and primary advisor to the Platoon Leader. They are responsible for the continued
professional development and mentoring of the Platoon Leader. The Platoon Sergeant is
primarily responsible for the health, welfare, training, and development of the Soldiers in their
charge. They are the first level of NCO that has input into the unit's Mission Essential Task List
and train collective tasks at the platoon level. The SFC who is an NCOIC on staff uses their
extensive experience and knowledge base to provide input to their superiors for purposes of
planning or executing operations. They may also be called upon to train Soldiers on both
collective and individual tasks.

While the duties and responsibilities may vary based on assigned position, the core
competencies required of the SFC remain constant. Those competencies include, but are not
limited to:

Readiness

1) Prioritize readiness across the formation by forecasting future shortfalls and gaps created
by equipment and personnel changes.

2) Pro-actively address Soldier issues that will affect unit readiness.

3) Assess and manage readiness across the platoon.

4) Understand and teach the impact of Soldier’s individual readiness on the unit.

5) Manage an effective readiness tracking system.

6) Engage with unit's medical providers and Army agencies to resolve individual Soldier’s
readiness issues.

Leadership

1) Utilize Mission Command to execute the Commander’s and Platoon Leader’s intent
through disciplined initiative empowering subordinate leaders.

2) Advise leaders of Soldier’s talents and capabilities.

3) Coach and counsel the NCOs in the platoon, as well as advising and mentoring the
Platoon Leader.

4) Possess the courage and moral strength to do and teach the right thing within the Army
Values.
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5) Foster a positive and respectful culture within the platoon that supports the Chain of
Command (COC).

6) Develop adaptive and agile Soldiers that learn “how to think” vs “what to think” —
promote critical and creative thinking in subordinate leaders.

7) Create a climate of discipline and standards through effective training that creates
mental toughness, unit cohesion, bonding, and a spirit of teamwork.

8) Create and maintain a command climate through mutual respect between senior and
subordinate personnel by utilizing fairness, justice, and equality for all Soldiers,
regardless of race, religion, color, gender, or national origin.

Training Management

1) Ensure training is properly planned, resourced, rehearsed, and executed.

2) Ensure subordinate leaders conduct proper physical readiness training and have a
training plan for the APFT and the ACFT.

3) Ensure Soldiers know and understand Commander’s intent, mission requirements, and
the reason for the training event(s).

4) Understand, teach, and implement the 8-Step Training Model.

5) Set and enforce standards during all training events.

6) Tailor training to develop subordinate leaders keeping within the scope of Mission
Command philosophy.

7) Eliminate or minimize training detractors, discipline the training management process.
8) Understand how to utilize ATN, METL Crosswalk, and individual task selection to
develop a training plan.

Communications

1) Provide direction, guidance, and clear priorities that support the commander’s intent.
2) Effectively communicates during planning, preparation, and execution.

3) Publicly praise good performance and privately reprimand substandard performance.
4) Leverage communication methods and technologies.

5) Understand social media communication platforms and reinforce discipline within the
platoon.

6) Provide clear feedback when reviewing subordinate’s evaluations, award submissions,
and training plans.

7) Continually develop and improve written communication skills.

Operations

1) Assess the operational environment, leveraging knowledge and experience to
understand how it will affect accomplishment of the unit’s mission.

2) Employ the principles of Mission Command IOT support the commander’s intent.
3) Synchronize time and resources in order to plan, prepare, execute, and assess
operations.

4) Possess a direct focus on successful mission accomplishment.
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5) Utilize the Military Decision Making Process (MDMP) to resolve complex problems,
and present valid courses of action to the Platoon Leader and commander.

6) Advise the Platoon Leader and commander on prudent and acceptable levels of risk
during training and operations.

7) Advise S3/G3 and FUOPS planners in the development of operations and training
plans.

Program Management

1) Ensure platoon/section understand all requirements for qualification, certification and
recertification for all required tasks.

2) Conduct continuous performance assessments to ensure the platoon meets the unit
mission requirements.

3) Be personally accountable, and responsible for physical fitness readiness training
programs.

4) Increase maintenance program efficiency by understanding and being actively involved in
platoon level maintenance.

5) Understand DA Pam 600-25, NCO Professional Development Guide, to guide
subordinates career progression within their CMF.

6) Ensure the platoon’s individual and collective training records are accurately recorded in
the proper system of record DTMS.

The Role of the Staff Sergeant

2.6. The Staff Sergeant (SSG).

The SSG leads squads and sections and is a critical link in the NCO support channel. As a first
line supervisor, SSGs live and work with Soldiers every day and are responsible for their
health, welfare, and safety. These leaders ensure that their Soldiers meet standards in personal
appearance and teach them to maintain and account for their individual and unit equipment and
property. The SSG enforces standards, develops, and trains Soldiers in MOS skills and unit
missions. SSGs secondary role is to support the chain of command through the NCO Support
Channel.

The core competencies required of the SSG include, but are not limited to:
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Readiness

1) Understand and communicate the importance of readiness, the systems that track it, and
the impacts it has on the mission.

2) Promote and support current and proposed initiatives (ESB, EIB, EFMB, ACFT) to
drive readiness.

3) Understand, train, and assess individual, team, and squad tasks that fall within unit
METL.

4) Develop squad training plans that support the unit METL and are nested with platoon
and company training plans.

5) Understand the reception and integration process for individual Soldiers.

6) Integrate Army programs into unit readiness.

Leadership

1) Actions and conduct consistently reflect the Army Values and Army Ethics; remain a
role model for Soldiers.

2) Understanding the Mission Command Philosophy enables the execution of the
commander’s intent through disciplined initiative and decisive action.

3) Take opportunities to continually train Soldiers, share knowledge to develop
subordinates for increased positions of responsibility.

4) Be the subject matter expert in their PMOS.

5) Know your Soldiers at a personal level to promote effective personal and professional
counseling.

6) Employ adaptive thinking and problem solving skills to resolve conflicts and manage
Soldier issues.

7) Understand and execute prudent risk management.

Training Management

1) Build a learning organizational culture where opportunities for growth and
improvement are encouraged.

2) Verify completed training is documented in the system of record DTMS.

3) Collaborate efforts and resources to allow for cross-training and continuity.

4) Ensure training meets the commander’s intent, mission requirements, and enhances
Soldier’s abilities.

5) Execute training and remain engaged throughout the planning process.

6) Implement and enforce policies and standards on training and emphasize the 8-Step
Training Model.

7) Lead tough, realistic, and challenging training.
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Communications

1) Tactical Communications — ability to use critical thinking and articulate thoughts in a
tactical situation.

2) Employ active listening to gain a thorough understanding of CDR’s intent, unit’s mission,
and challenges presented by the operational environment.

3) Communicate CDR’s intent and operational objectives ensuring a shared understanding
by subordinates.

4) Effective use of written communication when writing narratives, awards, evaluations and
electronic communications.

5) Solicit feedback from subordinates or audience to ensure content is understood by all.

6) Use visual modeling to complement narratives; enhance shared understanding.

Operations

1) Understand the commander’s intent and employ principles of mission command to
achieve it in the operational environment.

2) Understand unit capabilities and how to employ them.

3) Engaged throughout the planning process, assist in and be a part of the planning,
preparation, execution, and assessment of training.

4) Understand and execute battle drills, command’s SOPs, and local unit policies.

5) Be a combat multiplier utilizing systems; have a directed focus on the battlefield and in
garrison (ATRRS manager, Battle Staff, MFT, RFMSS, TAMIS, DTMS).

6) Be a trainer to increase proficiency of their subordinates (Soldiers and Army Civilians)
to prepare to conduct its wartime mission.

Program Management

1) Conduct performance assessments to ensure the squad meets unit mission requirements
leverage knowledge and experience to manage issues and solve problems at the squad
level.

2) Know where and how to use support agencies to enhance or maintain Soldier readiness
(ACS, AER, JAG, EO, IG).

3) Manage and enforce equipment maintenance plans within the squad.

4) Ensure individual and squad collective training is recorded in appropriate system of
record DTMS.

5) Support unit’s heraldry, history, and local command’s programs (NCO induction
ceremony, FRG, BOSS).
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The Role of the Sergeant and the Corporal

2.7. The Sergeant (SGT).

The SGT leads teams as part of a squad, crew or section and is the first line of the NCO Support
Channel. As a first line supervisor, SGTs have the most direct impact on Soldiers. SGTs live
and work with Soldiers every day and are responsible for their health, welfare, and safety. The
counseling, training, and care SGTs provide will determine the success of the unit’s mission
and issues that develop during home station operations. These leaders ensure their Soldiers
meet standards in personal appearance, teach them to maintain and account for their individual,
as well as, unit equipment.

The Corporal (CPL).

The CPL was established in 1775 with the birth of the Army and the NCO corps. Along with
the rank of sergeant, the corporal is the only rank that has never disappeared from the NCO
corps. CPLs are the base of the NCO ranks, serving as leader of the smallest Army units,
principally; teams leaders. Like sergeant, corporals are responsible for the individual training,
personal appearance and cleanliness of their Soldiers. As the command sergeant major is known
as the epitome of success in the NCO corps, the corporal is the beginning of the NCO corps. As
the NCO corps is known as the backbone of the Army, the corporal is the backbone of the NCO
Ccorps.

The core competencies required of the SGT/CPL include, but are not limited to:

Readiness

1) Document and report individual and team training data accurately.

2) Conduct performance assessments and open and honest counseling of subordinates.

3) Focus on commander’s key training objectives and own the individual training of your
Soldiers’ that supports readiness.

4) Know your Soldiers and how their individual readiness affects unit readiness.
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Leadership

1) Demonstrate the courage and moral strength to do the right thing consistent with the
Army Values and the Army Ethics.

2) Develop Soldier knowledge, skills, and behaviors.

3) Understand mission command to execute the commander’s intent through disciplined
initiative and decisive action.

4) Take opportunities to grow as a leader and continually seek self-improvement and
knowledge for higher levels of responsibility.

Training Management

1) Follow Troop Leading Procedures and the 8-step Training Model to support the
training management process.

2) Understand the commander’s intent, mission requirements, and know Soldiers’
abilities to achieve desired training outcomes.

3) Execution of key and essential training events such as the ACFT, individual, and
collective training.

4) Follow and enforce policies and standards on training.

5) Lead effective, challenging, and realistic training.

Communications

1) Understand and translate the commander’s intent and ensure Soldiers understand the
unit’s mission.

2) Understand and enforce appropriate digital communications practices following
OPSEC and social media policies.

3) Use effective communication and messages to support a positive environment and the
Army profession.

4) Collaborate with other NCOs, coordinate resources, and cross-train Soldiers.

Operations

1) Understand the operational environment and the commander’s intent.

2) Provide feedback to supervisors which will influence planning efforts for realistic and
attainable training goals.

3) Time management- consider resources to plan, prepare, execute, and assess training.
4) Ensure enlisted Soldiers’ are accountable and responsible for their actions.

Program Management

1) Employ time management to encourage work/life balance for your Soldiers.
2) Seek additional duties and support unit programs.

3) Understand the commander’s vision and goals.

4) Research and use Army programs for Soldier care.
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2.8.  NCO Support Channel.

a. The NCO Support Channel (leadership chain) parallels and complements the chain of
command. It is a channel of communications and supervision from the Command Sergeant
Major (CSM), to 1SG and then to other NCOs and enlisted personnel of the unit. Commanders
define responsibilities and authority of their NCOs to their staff and subordinates by:

* Transmitting, instilling, and ensuring the efficacy of the professional Army ethic.

* Planning and conducting day-to-day unit operations within prescribed policies and
directives.

* Training of enlisted Soldiers in their MOS as well as in the basic skills and attributes
of a Soldier.

» Supervising unit physical fitness readiness training and ensuring that unit Soldiers
comply with the height/weight and appearance standards of AR 6009, and AR 670-1.

* Teaching Soldiers the history of the Army, to include military customs, courtesies, and
traditions.

* Caring for individual Soldiers and their Families, both on and off duty.

* Teaching Soldiers the mission of the unit and developing individual training programs
to support the mission.

* Accounting for and maintaining individual arms and equipment of enlisted Soldiers
and unit equipment under their control.

* Administering and monitoring the Noncommissioned Officer Development Program
(NCOPDS) and other unit training programs.

* Achieving and maintaining courage, candor, competence, commitment, and
compassion.

b. DA Pam 611-21 and AR 600-20 contain specific information concerning the
responsibilities, command functions, and scope of NCO roles.

2.9. Command Supply Discipline Program (CSDP).

CSDP is a commander’s program. However, leaders must enforce and implement effective
programs to ensure resources are not subject to fraud, waste, and abuse. CSDP is an individual,
supervisory and managerial responsibility that standardizes supply discipline throughout the
Army. An essential characteristic of our responsibility is stewardship of our profession. A key
role and responsibility of a NCO is accountability and readiness of property and stewardship of
Army resources. Besides the readiness of Soldiers, the single most important combat multiplier
is equipment readiness and serviceability. The purpose of CSDP is:
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e Establish supply discipline as regulatory guidance.
e Standardize supply discipline requirements.

e Provide responsible personnel with a single listing of all existing supply discipline
requirements.

e Make the Army more efficient regarding time spent monitoring subordinates’ actions.

2.10. Property Accountability.

a. All persons entrusted with government property are responsible for its proper care, custody,
safekeeping, and disposition.

b. Army property will not be used for any private purpose except as authorized by HQDA.

c. No government property will be sold, given as a gift, loaned, exchanged or otherwise
disposed of.

d. Giving or accepting an issue document, hand receipt, or other forms of receipt to cover
articles that are missing or appear to be missing is prohibited.

e. Military members or Civilian employees of the Army who occupy government quarters, or
issued furnishings for use in government quarters must properly care for such property.

2.11. Accounting for Army Property.

a. All property (including historical artifacts, art, flags, organizational property, and associated
items) acquired by the Army from any source, whether bought, acquired, or donated must be
accounted for.

b. Accounting will be continuous from the time of acquisition, until the ultimate consumption
or disposal of the property occurs.

2.12. Item Classification.

a. Nonexpendable property is personal property that is not consumed in use and that retains its
original identity during the period of use. Nonexpendable property requires formal property
book accountability at the user level. Examples are major end items such as HMMWYV,
weapons, tents, tarpaulins, flags, pennants, and national flags.

b. Expendable property is property consumed in use, or loses its identity in use. It includes
item's not consumed in use, with a unit cost of less than $500. Expendable items are items that
require no formal accounting after issue to the user level. Example: oil, paint, fuel, or cleaning
material.

c. Durable property is personal property that is not consumed in use and that does not require
property book accountability, but because of its unique characteristics, requires control when
issued to the user. It is property that requires control at the user level using hand- receipt
procedures or managed using inventory lists. Example: computers, laptops, and software.
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2.13. Inventories of Personal Property.

All on-hand property carried on property book records and/or hand receipt records at the
user’s level will have a complete physical inventory upon change of the primary hand receipt
holder or accomplished annually, whichever occurs first.

2.14. CSDP Responsibility.

Responsibility is the obligation of an individual to ensure government property and funds
entrusted to their possession are properly used and cared for, and that proper custody,
safekeeping and disposition are provided. Types of responsibility are:

a. Command responsibility. Commanders are obligated to ensure all government property is
properly used, care for, safeguarded, in proper custody, and disposed of. Command
responsibility is inherent in command and cannot be delegated.

b. Supervisory responsibility. Obligates supervisors to ensure all government property is
properly used, cared for, safeguarded, in proper custody, and disposed of. It is inherent in all
supervisory positions and is not contingent upon signed receipts or responsibility statements and
cannot be delegated.

c. Direct responsibility. Obligates a person to ensure all government property is properly used,
cared for, safeguarded, in proper custody, and disposed of. Direct responsibility results from
assignment as an accountable officer or acceptance of the property on hand receipt from an
accountable officer.

d. Custodial responsibility. Obligates an individual for property in storage, awaiting issue, or
turn-in to exercise reasonable and prudent actions to property care for and ensure proper custody,
safeguarding, and disposition of the property is provided.

e. Personal responsibility. Obligates a person to exercise reasonable and prudent actions to

properly use, care for, safeguard, and dispose of all government property issued for, acquired for,
or converted to a person’s exclusive use, with or without a receipt.
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CHAPTER 3
THE ROADMAP TO LEADERSHIP

Basic Training is just the
| beginning of one's
Leadership development.

Ft. Leonard Wood, MO.

5 (November 30, 2017), Photo
courtesy of the Official
Twitter page of the U.S. Army.

Leadership continues to grow
throughout your career and
improves through experience.




"Take care of each man as though he were your own brother...[because] he is."
- 1st SMA William O. Wooldridge
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3.1. The Army defines leadership as the activity of influencing people by providing purpose,
direction, and motivation, to accomplish the mission and improve the organization. The NCOs
approach to leadership is to take charge, build the team, and accomplish the mission.
Leadership is developed over time, through challenging experiences, and developed through the
three domains (See Chapter 4). Although doctrine is generally not specific to commissioned
officers or NCOs, the responsibilities focus areas, and the approach to leadership doctrine is
unique for the NCO.

3.2. Army Leadership Requirements Model.

The leadership requirement model aligns expectations with leader development activities and
personnel management practices and systems. The model’s components center on what a leader
is (attributes—BE and KNOW) and what a leader does (competencies—DO). A leader’s
character, presence, and intellect enable them to apply the core leader competencies and enhance
their proficiency. Leaders who gain expertise through operational assignments, institutional
learning, and self-development will be versatile enough to adapt to most situations and grow
into greater responsibilities. Figure 3-1 illustrates the framework.

3.3. A significant distinction between the attributes and competencies of the leadership
requirements model is that competencies are skills that can be trained and developed while
attributes encompass enduring personal characteristics, which are molded through experience
over time.
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A Soldier can be trained to be a capable machine gunner, but may not necessarily be a brave
machine gunner without additional experience. Every educational, operational, and self-
development event is an opportunity for observation, feedback, and reflection.
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Figure 3-1. The Army leadership requirements model.
3.4. Core Leader Attributes.

Attributes are characteristics internal to a leader. These affect how an individual behaves,
thinks, and learns within certain conditions. Strong character, solid presence, and keen intellect
enable individuals to perform the core leader competencies with greater effect. The three
categories of core attributes are—

e Character: the moral and ethical qualities of the leader.
e Presence: characteristics open to display by the leader and open to viewing by others.
e Intellect: the mental and social abilities the leader applies while leading.

3.5. Core Leader Competencies.

The core leader competencies are actions that the Army expects leaders to do: lead, develop,
and achieve. Competencies provide an enduring, clear, and consistent way of conveying
expectations for Army leaders. The core competencies are universal for all Army leaders. The
core competency categories are—
e [eads: (take charge) provides purpose, direction, and motivation; builds trust;
provides an example; communicates.
e Develops: (build the team) develops themselves, creates a positive climate, develops
subordinates, and stewards the profession.

e Achieves: (accomplish the mission) executes, adjusts, and gets results to accomplish
tasks and missions on time and to standard.
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