
MEMORANDUM FOR RECORD
SUBJECT:  Initial Counseling for 1SG.  NAME
1.  Purpose:  To identify and define the priorities and standards I expect of the HHC’s First Sergeant.

2. Scope:  This initial counseling applies to NAME  Company First Sergeant

3. General:  You are my right hand.  You are the Company’s First Sergeant, the trainer’s trainer.  You are the most valuable Non-Commissioned Officer in this great organization.  We will train and maintain our company for combat and we will most likely jointly lead our Soldiers into success.  I will always be straight forward with you so we can synergize to lead our Soldiers to victory and safety.

You are a unique Non-Commissioned Officer, in a unique position, you are First Sergeant.  You are charged with the awesome responsibility of doing numerous thankless, behind-the scene jobs that allow the company to function day in and day out.  These numerous tasks require you to have foresight, be proactive, and flexible.  You must be able to prioritize and juggle many balls that are constantly changing weight and thusly importance.  You must be able to do this in the “fish bowl” known as Fort Hunter Liggett, California.   Everything you and I do, or fail to do will be noticed by all of our Soldiers; there is no escape from our failures or transgressions.
As part of the HHC, we are Soldiers first, regardless of MOS.  To accomplish our tasks, I will brief you on my expectation as the company’s top Non-Commissioned Officer in charge.

4. I expect you to:

a.  Find the standard, meet the standard, exceed the standard and foremost enforce the standard in all missions and tasks.  Specifically the following:

(1)  Personnel Accountability and Management  

(a) All personnel accounted for and their whereabouts prioritized and enforced.  This includes physical fitness, schools, details, training, etc.  I expect an honest day’s work from all of our Soldiers and leaders.  When Soldiers are not at the right place, at the right time, in the right uniform, I expect written counseling/documentation to cover that incident; retraining is not only acceptable it is expected.

(b) I will not make an enlisted personnel decision without your input.  This includes passes, leaves, awards, promotions, manning, UCMJ actions and/or revocation of rights and privileges.  Likewise, I expect you to keep me informed of these very issues.  I expect your candid input based on your vast knowledge and experience.

(c) We must ensure that each of us is present at and inspecting training; together, hand-in-hand, positively and proactively assessing, critiquing and conducting AAR training as appropriate.  Do not allow me to get consumed by the “Administrative War” and fail to be at training.

(d) Develop our subordinates; we must delegate and provide guidance, then supervise and inspect.  We must both boldly accept less than perfect products in the interest of training subordinates.

(e) Based on your experience and personal qualities, I charge you to proactively mentor our training NCO, supply NCO and supply clerk in all aspects of professionalism, discipline, personnel management, maintenance and any other subject as appropriate.  I rely on your maturity, experience, and professionalism to ensure this is consistently accomplished.

(f) Give your Soldiers leadership; give them a perfect role model, mentor them and listen to them.  Know your Soldiers, their cares, concerns, issues, gripes, suggestions and ideas.

(g) Care for our staff; do not coddle them or expect me to.  These warriors are our nations’ warriors.  They are here to do their duties and be proficient in their jobs.

(h) Our first combat will be no better than our last training.

(i) “It is not sufficient that the soldier must shoot; he must shoot well.”  Napoleon Bonaparte

(j) “Nothing is stronger than that habit.”  Ovid

(k) “Practice is the best instructor.”  Publilius Syrys

(l) “The mediocre teacher tells.  The good teacher explains.  The superior teacher demonstrates.  The great teacher inspires.”  William Arthur Ward

(2) Display a positive mental attitude.  Love Soldiering.  Always mentor and retrain.  Be proactive and make things happen; it’s contagious.  Remember false motivation is better than no motivation at all.  “Nothing great was ever achieved without enthusiasm.”  Ralph Waldo Emerson

(3) Do the Right Thing – Always.  Mistakes will occur.  We can fix honest mistakes, but I will not waste energy fixing a willful wrong; that is negligence and I don’t have them.

(4) Be mentally and physically tough.  We must be smart enough to operate and maintain our equipment and tough enough to provide the operational Army with the best of the best.  You must be able to run and road march up and down the company always checking, always correcting standards and discipline.  I expect nothing less than 110%.

(5) Be consistent in leadership.
(a) Lead by example; don’t be lazy; and do the right thing always.

(b) Set the example:  PT, uniform and appearance, attitude, ethics, warrior ethos/skills.

(c) Be honest in word and deed; have integrity; be a professional.

(d) Be smart, technically, tactically and administratively proficient.  Aid me in making smart versus emotional decisions in the realm of rewards and punishments.  Ensure our paperwork is square and we execute in a very expeditious manner when it comes to rewards and punishments.  As you know, these two areas not only greatly affect individual Soldiers; they can also adversely affect the company if they are not done to standard.

(e) Know our Soldiers, staff and equipment.  Use tools that will enable you to be more proficient in your job.

(f) Continuously advise me on everything and anything you deem appropriate.  I will always listen.
(6) Practice safety and accountability.  You must remain proactive in protecting and maintaining accountability of our Soldiers and our equipment.  Safety, accountability and maintenance (SAM) are normal daily business.  Work hand in hand with our Executive Officer, once the slot is filled.  Do not allow these issues to become company distracters.
(7) Communicate

(a) Keep me informed.  Inundate me with information.  I will always have time to talk to you.  Make the time to talk to me and keep me informed on current happenings within the company.

(b) Keep the Soldiers and staff informed.  Keep the Command Sergeant Major informed.

(c) Ensure the current training schedules are provided to all Soldiers.

(d) Ensure my policies are briefed and understood by the company and by incoming Soldiers and staff.

(8) Care for the Soldiers and staff.

(a) Ensure they are administratively straight.  Meaning, counseled at least quarterly, pay squared away and NCOERs are done at least 60 days prior to due date or transfer.

(b) Soldiers’ spouses, children and loved ones are a top priority.  A family problem is important to me.  Ensure I know about family problems ASAP.  If it is an Army induced problem, I will spend the time required to fix that issue immediately.

(c) When our Soldiers are right, stand behind them.  When I am wrong, provide me counseling, face to face, behind closed doors.

(9) Train discipline and enforce discipline, in every task.  Discipline must be our hallmark, a part our normal daily business; remember we are in the business of training civilians into soldiers, future warriors for the operational army.

Discipline and self-discipline:  Leaders do their duties promptly and effectively in response to orders or even in the absence of orders.  Leaders with self-discipline do what they ought to do regardless of supervision, stress, exhaustion or other conditions – Do the Right Thing Always.  All soldiers and personnel set the example and tone for discipline in our company.

Our unit must be able to power down to lowest leader level, and trust all leaders up and down the chain of command and NCO support channel to do the right thing – always.  We will concentrate on this with every task on and off duty.  Discipline and pride in unit and country must synergize with esprit to ensure we are always ready to meet all challenges.
Areas that provide immediate and obvious discipline indicators are:

(a) Military courtesy and bearing.

(b) Attention detail items:  Accountability, rosters, schedules, and information/policy boards, etc.

(c) Motivations:  sounding off; love soldiering; live, work and play with intensity.

(d) If something looks wrong, it’s probably wrong.  Hold our subordinates to uncompromising exacting standards, as that is what I will hold you and them to it.

(e) “If you can’t get them to salute when they should salute and wear the clothes you tell them to wear, how are you going to get them to die for their country?”  General George S. Patton, Jr.

(f) “You owe it to your men to require standards which are for their benefit even though they may not be popular at the moment.”  General Bruce Clark

(10)   Train our Soldiers and NCOs to standard.

(a) Ensure instruction is to task, conditions and standards, correct and easily referenced.  This includes PT, BRM, etc.

(b) Train, AAR/Counsel and retrain our subordinates as a part of our normal, daily business.

(c) Implement and check our counseling program.  Ensure our counseling packets are uniform and complete.

(11)   Fraternization:  As you create personal and professional relationships, remember to not compromise your position or allow our Soldiers to compromise theirs.  Never forget, you are always being observed.  Likewise, you hear more and see more than I do; if I or one of my leaders is jeopardizing their credibility, come to me ASAP – I expect no less.
(12)   My pet peeves are:

(a) Lack of discipline; lack of military courtesy or lack of respect at any level.

(b) Uniformity, cleanliness and neatness of Soldiers and work areas.

(c) Laziness, lack of effort and negligence are unacceptable; we do not have the time.

(d) Not being informed; inundate me with information and I will sort it out.

(e) Having formations at 0530 to do weak or unplanned tasks.

(13)   Hearing about NCO business as I’m correcting a deficiency that should have been corrected by a junior leader.

(a) I will not walk by a discrepancy.  Walking by that discrepancy set an immediate new standard.

(b) I do not intend to be the CINC of on the spot corrections.  I do expect you to train the NCOs to have a high level of attention to detail as part of their normal, daily business; “be correct and be correcting.”  Demand that our leaders do the same – enforce standards.

(14)    Quibbling, loop hole seeking, calorie wasting or Soldiers that do not seek the intent of a policy or regulation, but seek an excuse to get over.

(15)   I consider the following KIA issues:

(a) Disloyalties to leaders, unit, or country; if things are messed up, fix them.

(b) Lying to or misleading me.  Have integrity; be clear and concise; identify what you don’t know.

(c) Embarrassing or discrediting our company or battalion.

(d) Drugs and alcohol abuse and related incidents will not be tolerated.

(e) Thieves

(16)   Physical fitness/weight issues will be taken seriously and dealt with quickly to standard.
5. I am honored to be the commander of the USAG FHL HHC.  I will command and expect you to assist me as my Wingman lead.  This not an all inclusive counseling statement but it is a guide to supplement my policy letters and to get us started.  Remember you are an integral part of this command.  I am personally counting on you to serve your Soldiers, our company and the battalion well.  The Soldiers of this company are analogues to a light bulb, wire and a battery – alone they are parts, together they synergies to provide light, heat and direction.  LEAD THE WAY.

6. I, __________________ Concur                ___________________ Non-Concur, with the above counseling.

Issues/Additional Comments:

____________________________________________________________________________________

____________________________________________________________________________________

____________________________________________________________________________________

____________________________________________________________________________________

____________________________________________________________________________________

____________________________________________________________________________________

____________________________________________________________________________________

____________________________________________________________________________________

Company First Sergeant’s Signature:  _________________________________________________

Date:  __________________________________

                                                                                      

NAME
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