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Things Your Boss Wants You to Know

Understand intent 2 levels up —
Understand issues 2 levels down

What is important? — Don't know,
Ask

Don’t make excuses
Do more than is expected
Anticipate problems
Handle problems yourself

Offer Solutions to problems you
can't handle — seek guidance

Be punctual

Get to know and get along with
your peers

Be discreet
Don't deceive
Never lapse in courtesy or bearing

Choose your battles carefully
Develop a sense of timing
Never shoot a messenger
Don't hold a grudge

Make no assumptions

Never, ever lose your cool
Remain positive in the face of
adversity

Understand Boss Language (“If
it's no too much trouble...”)
Maintain commo up, down, left,
and right

Never, ever quit— You are a
professional

Thoughts, Tips, and Immutable Truths

Set the example at work, at
home

Model ethical behavior

Treat others with dignity and
respect: consider “The Marne
Officer”

Be humble, be the anonymous
hero

Treat every job as if it is your
last job... better yet, re-define
“success” in your career and
your life — now; immediately

Re-connect with, re-invigorate
your relationship, re-select a
mentor
Reconsider your memberships
with professional organizations
Teach your young leaders:

— To not expect awards

— To never feel sorry for
Soldiers; but to care for them

— To “Take the Shot"




Guidance to Raters

(and mass counseling” for Senior Raters)

Important to note:
This —
“‘Guidance...” is not
- a checklist; a report card
- the be-all, end-all method of “block checking”
“‘Guidance...” is

- a general description of what is important to me
(and today’s Army)

- meant for you to consider, and then “look in the
mirror”

- primarily a counseling tool for you, your rater,
and me
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Guidance to Raters

(reference Majors)

The ACOM Officer

Is Ready Now

— This Officer is mature enough and proficient to the degree he or
she could immediately assume duties as a senior leader in a
dangerous and critical duty position...could immediately be BN TF
or LTC —level commander/senior leader — My vote

Thinks Two Levels Up

- Can see the big picture

- Sees things from other than his or her own position

Takes the Shot
- Maturely accepts criticism

- Not defensive when behavior, attitude, judgment, or area of
responsibility is critiqued or singled out for correction; does not
transfer criticism to his or her organization; does not overreact; does
not pout




The ACOM Officer

—

Chooses Battles Carefully — Represents his Cdr’s
Psn

- Does not fight things because they are new or different than how
he or she has done them before or different than how he or she
would like to do them. Can Adapt/Learn

- Knows what thing are really important

- Can sort integrity vs. difference of opinion

- Has a sense of timing on when to “battle”

- Is effective at the “emotion-less argument’

- Can effectively present the BDE Staff's psn back to the Cdr

Offers Solutions to Problems he or she can’t handle

- Doesn't pass problems to the boss and then wait for new
directions and policies

The ACOM Officer

S

Gets along with, knows, and takes care of peers.

- Is a true team player (ties in with “big picture”)

- Works well outside his or her unit with officers of the same rank
...A team player wit FGs both within and outside his BN

- Shares lessons learned — allows others to learn from his mistakes
- Can influence his or her peers through compromise and working
around personal feelings.

Is comfortable and remains positive in the face of
adversity and change.

- Doesn't let his or her personal emotions get the better of them.

- Realizes having a positive attitude is a combat multiplier.

- Accepts negative conditions as part of the situation; doesn't
internalize negative conditions (take it personally); immediately
looks for opportunities under current conditions.




The ACOM Officer

|

Is an effective Communicator

- Excellent speaker, writer, briefer.

- Thinks before speaking; Doesn'’t “shoot from the hip”.

- Effectively uses brevity in written and spoken communications
- Can articulate problems/challenges in an easily understood
manner

Can help articulate his Cdr’s intent (BN & BDE) to
subordinates, contemporaries and higher HQs.

The ACOM Officer

Truly Tactically and Technically Proficient

- A master at his trade- both doctrine and current TTPs.

- Understand the language of our profession and can teach
subordinates.

Imagination and Problem Solving

- Can identify problems.

- Is able to present novel and innovative solutions to problems.

- Looks beyond immediate impact, can step back and see 2"
and 3 order effect.

- Sees a problem and acts within the Cdr's guidance.

Is humble
- Gives more credit for success to the unit than to themd&ives.




The ACOM Officer

* “ Answers the Mail” — BE THE IRON MAJOR
- ALWAYS delivers on requests, queries, directions orr
seeks clarification and then delivers.
- ALWAYS seeks closure of issues; runs them to ground.

- Gives more credit for success to the unit than to
themselves.

- NEVER selective in task/RFI response, compliance or
accomplishment.

12

Hammer 6’s Approach to Senior Rating

* Managing a profile is tough...there are more ACOM-worthy officers
than ACOMs to give.

DO NOT HAVE A PROFILE- CAN NOT UNDQO PREVIOUS REPORTS

+ ldo no believe nor subscribe to the ‘one to grow on” approach-

Have to vote on people based on the psn they are in. (KD is key
factor)

+ The Army expects me to cast a vote with each OER on...
- Promotion not an issue
- Which MAJ's should, without question, be selected to LTC-level
Command/Command-equivalent.
- Which MAJs should compete for key duties that best fit their skill and
abilities....JS, etc.

13




Hammer 6’s Approach to Senior Rating

—_

Each of my word entries will quantify relative position and
specifically discuss schooling, promotion, and potential.

I'll pump-up those tough “cusp” COM ratings as appropriate, with
very strong language and “situation-unique” quantification- every job
and branch looks at ratings in certain positions differently. ( BCT
Staff versus S3/X0)

My goal is....

- All officers succeed and are promoted

- All officers have an opportunity to contribute to the best of their
ability

- The best qualified officers are competitive for Cmd

14

Gverarching Guidance, Requests, and
Recommendations

 TTTEEE———

Take time now to re-evaluate why you serve...

-- It may be different now...
-- It may need to be different.
-- Find your motivation and re-commit for the long haul.

15




Blanket Guidance

There are new expectations of you as a Major —
it is automatic.

People (seniors) will watch you, form
impressions, and pass judgment.

Establish, as your life habit, a “personal
package” that routinely makes a great first
impression,

Sustain this (these) life habits(s).

16

Suggested Elements of this “Package”

* Humility

-- Self- effacing personal comments.
-- Minimize stories about yourself.

-- Be quick to compliment.

-- Accentuate the positive in people and situations
whenever possible.

-- Kick butt, chew tail, crush folks when you must; but if
the act of doing so doesn’t bother your, something is
wrong.

17




More Elements....

» Work Ethic
-- No getting around it: a Major is expected to have a
faster rate, greater volume, and higher quality of
output than a Captain, It is simply expected.

-- Majors always answer the mail.
-- Majors “ find Garcia.”

-- In the great scheme of life, you are only a Major a
brief time, so... “row well and live.”

18

More Elements...

+ Listening

-- You're now the author of critical documents (memo’s. plans,
orders, etc..) that can impact hundreds, thousands of lives or
influence policy.

-- You may have to begin writing from a position of being *
clueless.”

-- Listen to guidance and instructions from your boss...use his
words; give his words back to him. Listen and use what you hear!

-- Tip: Tough boss/little guidance/nothing to listen to? Maintain
contact by passing early drafts and requesting azimuth checks.

19




More Elements...
|

Personal Behavior:
-- Even higher expectation; more lower tolerance for lapses in
judgment.

-- Bottom-line: you're the officer that never stray from the
straight and narrow that stays sober...and looks after/helps prevent
other folks' lapses in judgment.

-- Ask yourself...how would this look to my Soldier? My
spouse? How would it look or sound on the evening news?

20

More Elements...

Personal Appearance:

-- Can't overstate impact on first impression.
Has to become your lifestyle to work right...

-- Applies to uniforms and personal attire.
Learn what casual, informal, semi-formal and formal mean, When in
doubt, “over-dress.”

-- Every now and then you gotta buy new t-shirt
(smile)...(seelnote tips).

-- Good personal hygiene is a given; don't ever let it slip; even
under the worst conditions of deployment and combat. This will be
expected of you.

21
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Tips on Personal Appearance (uniforms)
E——— |

* ltems recommended for field grades to have on hand
(you may want to budget over the next year periodic
purchase of these items):

-- Blues that fit. This will be the base element of our uniform: the
Army Service Uniform. Consider multiple uniform elements and
multiple accessories so you can have uniforms hanging in the
closet, “ready.”

-- A black windbreaker that fits; belted raincoat that fits (go one size
larger on both).

-- “Scrambled eggs” for blue cap (even though the ASU call for the
beret: you may need a cap for formal wear).

-- A black sweater that fits

-- Re-furbish ACU's, T-Shirts, velcro, patches, boots as necessary.
You will set the standard. 2

Tips on Personal Appearance

(in civilian clothes)

« Stuff maybe nobody ever told you:
— The tip of the tie touches the top of the belt
— Belt matches shoes, socks match trousers
— Caps/hats are not worn indoors
— Purchase, have clean, pressed and ready the “unofficial social
uniform ( example for males):
+ Dark Blue Blazer
+ Khaki ad gray slacks; good dress shoes
« Cotton white shirt; a tie or two that spouse or someone you
trust selects.
— Think about what you'll wear on TDY and travel (dress up you're
an adult now).
— Consider the purchase of a quality dark “business” suit (male

and female) if you do not own one. 5




Tips on Social Awareness

» Don'’tignore the spouse; don'’t ignore the kids.
* Introductions....

* The Hello and The Goodbye...now a lost art...that will
set you apart.

* RSVP’s and thank you notes.
+ “Love the one your with” — your assigned unit.

+ Beware of “bumper stickers” — don't let other judge you
by a “label.”

24

Closing

 It's your professional reputations; it is built in combat and
in garrison/headquarters environments.

* It's a “package”
PERSONAL

People are talking about you now
People will talk about you forever

PROFESSIONAL

You have an image to live up to, a legacy to leave. Raise the next
generation right.

25
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Command Phiosophy

« Live the Warrior Ethos 24x7

— It is our standard of behavior; in Garrison and deployed; Soldiers and
Army Civilians.
+ Train to competence and confidence
— This will drive how long you train, the priorities of tasks, and what
resources you need; remember, there’s a difference between

competence and confidence...seek both/train to achieve both based
on your mission and conditions.

+ Raise the next generation of Soldiers, Army Civilians and Army
Families

— Care for them, empower them to take care of themselves, help them
grown in this institution; apply the customs and traditions of regiments,
this Division and the Army; teach unit histories and involve veterans all
efforts made in the hope they will be encouraged to stay.

26
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