DEPARTMENT OF THE ARMY

HHC, 1st Battalion, 15th Infantry 

3rd Brigade, 3rd Infantry Division
Fort Benning, GA 31905

AFZP –VIA-T     


                                                                                   29 June, 2006             








                                                        

MEMORANDUM FOR RECORD

SUBJECT: Operations Sergeant initial counseling

PURPOSE: Operations Sergeant responsibilities and expectations of duty performance

        1.  First, I want you to know that I am happy you are here and I look forward to working with you.    The purpose of this counseling session is to let you know what I will be expecting from you as a senior noncommissioned officer in the battalion S-3 shop. At the conclusion of this counseling session feel free to ask for any clarification that is needed. 

2.  The Operations Sergeant is a busy Soldier and I completely understand this. Take care of your Soldiers by providing purpose direction and motivation. Many Master Sergeants don’t understand how to be effective Operations Sergeants, because they haven’t been raised in staff positions.. ANCOC hardly prepares you for the job. You are an exception, your past experience makes you more than qualified for the job. You have plenty of knowledge from recent combat experience and I will continue to pick your brain until you either retire or I manage to convince you to stay.  My job is to ensure you don’t break and help you succeed either by being promoted or transitioning smoothly to the civilian world. I know that good Operations Sergeants make a good S-3 and that great S-3s make a great battalion.  Regardless of what I do, without your support, the S-3 will not be successful. We are a team.

3.  The NCOER and NCOER counseling checklist (DA Forms 2166-8 and 2166-8-1) are effective tools and they layout the key areas of emphasis the Army and myself want you to focus on. 

a.      Live the Army Values daily.  I will earn your respect as a leader and as a man while here. I expect you to demand respect from your subordinates. If a junior enlisted Soldier is speaking to you, I expect to see that Soldier standing at parade rest. I am not part of the politically correct crowd and I believe whole-heartedly in retraining and corrective training.  

b.   Discipline is the foundation for a successful organization. Enforce standards and do not except anything less than the standard. I expect you to be a standard bearer in the shop, BS stops when it hits you. 

c.  Selfless-service, in my eyes, is putting your Soldiers needs before your own and concentrating on making your subordinates a success. I will look out for your well-being and will work diligently to help you be successful in whatever you decide to do. We are a combined arms battalion and our job is to ensure the battalion is successful. 

d.    Honor and Integrity - Sergeant, your word is your bond. If you tell me you are going to do something, do it. If you tell your Soldiers that you are going to do something, do it. Do not make any promises that you cannot keep and never lie to me. I will not tolerate dishonesty. Lying to me will put you on my shit list.

e.    Duty – Mission first, men always. Complete the assigned task as thoroughly as possible, and remember that everyone makes honest mistakes. (AAR/Retraining) We do not have normal hours in the shop. I am a workaholic; I do not expect the same from you. I do expect you to accomplish missions daily to your fullest ability and to have a plan of attack when you walk in the door in the morning.  

f.   Loyalty- If it happens in the S-3 shop, it stays in the S-3 shop until I decide it has to leave this shop. If you need to vent, vent to me tactfully. We can’t control the universe, but we will control our little piece of it. I will be completely loyal to you and your welfare.  Keep things that belong in the operations lane in our lane. 

g.    Competence  - The NCO Creed states that this is your watchword for a reason. If you are not technically and tactically competent, your Soldiers will not be competent. Incompetent Soldiers are a direct result of incompetent leaders. As an Operations Sergeant you are responsible for overseeing the individual and collective training of the Soldiers assigned to the S-3, the Tank Commander/ PSG is responsible for making the training happen. Competence is a result of understanding standards, applying those standards to training, and continually growing from those experiences. If you have a question about something ask. Review the standard prior to the execution of training. Have our NCOs quiz their Soldiers daily, if they only ask three questions a day and make them find the answer, they will grow.  “We have nothing to do” is bullshit, conduct hip-pocket training or make something better in the shop. You are responsible for battalion taskings. I will control the red cycle.  I will also be the deciding factor for all taskings You are also responsible for the shift change briefing and keeping the information flowing in the 3 shop. I expect you to be the day OPS NCO and one of the other NCOs can handle night. If we are training, you’ll be running the shop, I’ll be spending most of my time at training. I work future operations and you work current operations. Examples of excellence- “graduated the Battle staff course”, “Managed 90 external taskings during rating period with zero no-shows”, “re-established the 1-15 IN TOC SOP”.

h.   Physical Fitness and Military Bearing - I love PT and I will either be the primary instructor for physical training or I will join the shop daily for physical training. Physical Training will be conducted from 0630 – 0730 daily while in garrison. The BN CSM/company 1SG will prescribe the PT uniform, at COB formation the day prior. I will place the uniform on our PT schedule, once approved, that is the uniform. Physical training can exceed the 1 hr mark, your call. Physical training can start prior to 0630, inform me a week out. Your PT schedule, with primary and alternate instructor named, is due to me the first duty day of the month for the following month. A 270-point average APFT score is my goal. If a Soldier fails to meet the Army standard of 180 total points or 60 points in any one event on the APFT, that soldier will conduct remedial PT daily with his first line supervisor. The first line supervisor will report to me or you daily at 1630 (Mon – Thurs) and brief me or you on his plan. The only exception will be on Fridays, on Friday he will report at 1400. The remedial PT will last at least 1 hour. If the soldier fails to show improvement after two consecutive weeks (10 point improvement/or passing score on APFT), the first line supervisor will conduct remedial PT with the Soldier on Saturday at 1000 hrs. Adding variety to your PT program will keep your Soldiers interested and will help them improve (dumbbell drills, medicine ball routines, log drills, rifle pt, circuit training, foot marches, etc.). We will footmarch at least 6 miles weekly. Military Bearing is an indication of Soldier discipline. In ranks inspections will be held daily prior to the start of the duty day and after PT formation. Soldiers stand at attention while speaking to an officer and parade rest while speaking to a NCO. The ACU will be worn IAW AR 670-1.  In garrison the Battle Dress Uniform should be wrinkle free and boots highly shined (black boots), in a field environment the prescribed uniform should be worn according to SOP and be serviceable. No holes bigger than a dime and no uniforms held together with excessive stitch work. Military clothing and TA/50 will be inventoried in your presence or the Tank Commander’s presence at the conclusion of each field exercise. Examples of excellence – “earned physical fitness excellence badge”, “section achieved the highest APFT average in the company with an average of 285 points”, “coached three overweight soldiers to ultimate removal from the overweight program”. Write the NCOs APFT score and subordinates Average APFT score on the NCOER as a bullet comment to give an accurate reflection of the NCOs physical fitness achievement. All Soldiers in the S-3 will be weighed, taped, and conduct a physical fitness test two weeks after arrival and every six months after. An exception is overweight Soldiers that have been entered into the overweight program, they must be weighed monthly.  

i.     Leadership- Purpose, direction, and motivation, what are these? Purpose – the purpose is the “why” for the task at hand. Direction- is “how” we are going to move from where we are now to ultimately get the task accomplished to standard. Motivation– rehearse and do it right the first time and you will not have to do it again. Soldiers that perform task above standard deserve to be rewarded. When issuing orders give task, standard, and time hack. SGT X, paint the bumper numbers on B-23’s swanson box using the BN SOP and have it ready for inspection at 1300 today. Retrain Soldiers prior to recommending punishment under the UCMJ. Take a Soldiers time from him and miracles can be witnessed. The School of the Soldier is a good thing. If it is determined that a Soldier is to be punished under Article 15, you will have his first line supervisor walk his packet through the process and report to me daily. If a Soldier is to be chaptered for whatever reason his first line supervisor will escort him and his packet through the process. If a Soldier is punished, after the Soldier has served his punishment, action is final. Do not hold one stupid mistake against a Soldier for his entire tour here. Many Soldiers will improve if treated fairly; those that do not improve and continue to slide will be dealt with accordingly. “Hard but fair” is a good thing. No Soldier will leave here without an award or a specific reason from you why he is not receiving one. I will review all awards and NCOER’s before they go anywhere. I want to see awards as follows: MSM – 120 days out, Arcom – 90 days out, and AAM – 60 days out. I will review all NCOER’s a month prior to the due date.  All NCO’s in this shop will maintain a leaders book. The leader’s book should contain the following at a minimum: personal data sheet on all soldiers, company and platoon SOP’s, qualification data, chain of command and NCO support channel, company METL, NCO Creed, NOK address and phone #, mal roster for assigned sensitive items, 2406 to track dead lined equipment, barracks or housing information, individual task list, promotion criteria for E-2 through E-6, and PCC/PCI checklist.  Examples of excellence – “Mentored two subordinate NCOs to ultimately be inducted into the prestigious Audie Murphy Club”, “Soldiers from his section have won the last three battalion soldier of the month boards”. You are overall responsible for all S-3 administrative data, the data I want tracked is on your computer.

j.   Training- Approach all training events as if they were real world and you’ll be successful. Allocate time for PCC/ PCI’s, After Action Reviews, and Retraining anytime training is being conducted. Have reference material at all training events. An NCO from the shop will be present anytime one of our Soldiers fire live ammunition. Sergeants Time training outlines are due to me eight weeks out. I need our plan; I want you to focus on TOC operations.  NCOs need to know how to give a warning order, operations order, and 5-point contingency plan. Leaders need to know how to plan and explain their plan. Going to take a shit- have a plan. Retraining is not punishment, if soldiers do not execute to standard and they are not retrained, they will not know what right looks like. Be safe but be realistic. Teach them what right looks like and then you can move on to the next training objective. Use EIB focused hip-pocket training throughout the year; it will pay off during test time. All shop personnel will be licensed on all vehicles including TMP. All NCOs will be TC/VC certified, have courier cards, and be licensed on the LMTV, HMMWV and M577. Examples of excellence – “All shop personnel qualified expert on their assigned weapon and vehicles”, “Emphasis on EIB training resulted in his section earning more EIB’s than any other platoon in the Battalion”.

k.  Responsibility and accountability- Know what you have and don’t loose it! Maintain accountability of ammunition at all times. Every NCO will have a sensitive item list with them at all times during training. The sensitive item list will contain the Soldiers name, item he in possession of, serial number of the item, and item identification (M68, M16A4 etc). Sensitive item checks will be conducted twice a day, one of which will be by serial number. Sensitive item reports are sent to me. If something is missing I need to know immediately. Maintain a section hand receipt book. Sign all equipment down to the lowest level on a hand receipt. Have a copy of your shortage annex in the hand receipt book.  The Tank Commander is signed for all shop equipment. You will sign for all shop equipment and then have the Tank Commander sign for it. Equipment will be inventoried at the conclusion of every training event and statements of charges filed as appropriate. Maintain our equipment to –10 standards. When conducting maintenance have the appropriate TM present and use it. Examples of excellence- “maintained a section Operational Readiness rating of 100% throughout rating period” “developed a load plan for the S-3 shop that enabled 100% mission readiness during rating period and reduced TOC set up time by 30 minutes.”

4. Other things I want you to ensure are:

a. RTO training:  Set up a class with a signal Soldier teaching our RTOs proper radio procedure, radio fill, and how to set the time and properly maintain the ASIP radio.

b. RTOs will participate in:

i. TOC security

ii. Monitoring the radios

iii. Receiving and recording reports

iv. Updating status charts as necessary

v. Assisting in the publication of orders and graphics

vi. Assisting in setting and dismantling of the TOC 

vii. Serving as recorders during TDMP

viii. Cleaning and preparing charts and overlays for TDMP

ix. Vehicle maintenance

c. Shift NCO duties

i. Ensuring that reports and messages are distributed properly

ii. Updating unit statuses on maps and charts

iii. Supervising the publication of orders and graphics

iv. Supervising the setting up and dismantling of the TOC

v. Managing guard rosters, sleep plans, and shift schedules

vi. Assisting in developing and war gaming COA’s during the MDMP

vii. Serving as a recorder during MDMP

d. The S-3 Tank

i. Meets –10/-20 standards

ii. The gunner and loader are trained and licensed

iii. Communications systems are maintained

iv. The vehicle is loaded to standard

e. The Battalion Commander’s BFV

i. Meets –10/-20 standards

ii. The gunner and driver are trained and licensed

iii. Communications systems are maintained

iv. The vehicle is loaded to standard

f. All wheeled vehicles

i. Meet–10/-20 standards

ii. The drivers are trained and licensed

iii. Communications systems are maintained

iv. The vehicle is loaded to standard

g. Shop training

i. FBCB2 training for all 

ii. MCS Light training for all

iii. MBITR training for all

iv. All Soldiers licensed on all vehicles

h. Personnel Accountability:

i. Maintain the MTOE status report

ii. Track NCOER due dates

iii. Track DEROS data and Award data

iv. Track Leave Dates

v. Maintain the rating scheme

i. Shop cleanliness and up-to-date records

i. When the shop empties for the day, it should be clean

ii. Our Connexes need to be maintained with load plans. These things become trash dumps in no time. Personally look at them at least twice monthly.

j. Meetings

i. The BN Command and Staff is every other Tuesday at 1530 in the battalion conference room.

ii. The BN training meeting is every Tuesday at 1400 in the battalion conference room.

iii. We need to meet for 10 minutes every morning at 0850.

k. The daily activity of the shop

i. I will give guidance, but the shop is yours.

ii. I worry about future OPS and you worry about current OPS.

iii. Learn the Master Driver’s responsibilities.

l. Rating chain/counseling

i. I am your Rater.

ii. The Operations Officer is your Senior Rater.

iii. The Battalion Commander is your Reviewer.

iv. You maintain the rating scheme

v. Soldiers will be counseled monthly

5. The above-mentioned areas are met to let you know what my expectations are of you as the Operations Sergeant in this shop. I look forward to working with you. Do you have any questions? 

Name______________                                                     Mark E. Moore

              Rank______________                                                      SGM, USA

              Signature ___________                                                    Sergeant Major

                 Date___________________
