MEMORANDUM FOR SGT Killer, Super
SUBJECT:  Decontamination Squad Leader Initial NCOER Counseling

1.  The purpose of this counseling is to provide you with information about my philosophy on leadership, standards and expectations.  I have tremendous expectations of you as a Squad Leader in a Chemical Company. I am confident that you will not have any difficulty implementing and accomplishing what is expected as long as we work together as a team.  Always remember, there is no “I” in “TEAM”!  In the absence of orders, always be professional, maintain high standards, and display sound judgment. I will not do your job for you.  Always do what is right not what is easy and when no one is looking.

2.  LEADERSHIP:  I place the utmost trust and confidence (until proven otherwise) in the abilities of my leaders and charge them to effectively lead, develop and take care of soldiers entrusted to them.  I will delegate and give as much responsibility as you can handle and willing to accept.  I manage by observing; asking questions, open communication, ensuring that the mission is understood, properly supervised (if necessary) and resources are available to accomplish any given or implied task.  Most importantly, I will ask for your opinion on any given issue and I will always support the resolution that is in the best interest of the successful accomplishment of the mission and our soldiers.  Remember that support is a two way street and at times I may have to decide on an unpopular decision after weighing all information available to me.  As a leader, your highest priority is safely of the Soldiers and accomplishing the mission. Keep me informed and abreast on any given situation.  As leaders, we don’t have problems, only situations.  Don‘t be pessimistic, anyone can find a negative in any positive situation, the key to success is to find a positive in a negative situation.  A positive attitude is contagious “Attitude is everything”.  Know what is expected, where we are and where we are going.  As long as we put out 100% as individuals, together our success will be unlimited.  As NCOs we have a duty and responsibility to our country, our unit and its mission, the soldiers we lead and ourselves to perform to the best of our abilities.  When in doubt, reflect upon the duties and responsibilities discharged to you as stated in The Creed of the Noncommissioned Officer.

3.    Listed below are some of my pet peeves:


Integrity
             Honesty



Loyalty


Discipline




Disrespect

Substance, alcohol, spouse abuse


Appearance

Promptness 


Professionalism 
Violating Army Regulations or Command Policy Letters/SOPs.

4.  The following outline some of my beliefs on key issues:

A.  Expectations/Standards
1.  Soldiers are professionals and are expected to perform, endure a certain amount of hardship and overcome adversity.

2.  Established standards can only be met or surpassed not lessened.

3.  If you witness a wrongdoing or disrespectful act and don’t take corrective measures, you have just set a new standard, an unacceptable one.

4.  If there is any question as to what the “standard” is, find out from the leadership of this company or me.

      B.  Integrity
1.  Never lie, cheat or steal!  ALWAYS DO THE RIGHT THING!!!!!

2.  Bad news does not get better with time.  I want to know bad news along with the good.

3.  Tell me the way it is, not what you think I want to hear.

4.  We all know right from wrong.  Sometimes the difficult decision is doing what is right not what is convenient.

C.  Loyalty
1.  Be loyal to yourself, subordinates, peers, superiors, unit and country.

2.  Know, support and use the chain of command.  I encourage you to identify and discuss issues you may not agree with, but once a final decision is made, that is the end of it so make adjustments and continue-the-mission. 

D.  Social Behavior
1.  Treat others, as you would want to be treated.
2.  As leaders, we must maintain a clear separation between ourselves and those we lead, both, on and off duty.  I’m not saying that you and I are better than anyone else; however, as leaders we are charged with tremendous responsibilities and are held to higher standards.  

To put it bluntly, “we cannot lead the soldiers and act like the soldiers”.  Do not be a soldier’s buddy!  We cannot get away with the indiscretions that our soldiers may because we must lead by example.

3.  DOD, substance and spouse abuse are “career-enders”.

E.  Military Courtesy/Professionalism
1.  Be courteous and professional in appearance and attitude

2.  Respect:  there are two types, implied respect by virtue of position and earned respect.

3.  Implied respect-respect one is entitled commensurate with rank and or position.

4.  Earned respect-is much different, for it is harder to achieve and comes over a period of time. Primarily achieved by leading by example, being steadfast in word and deed and taking care of soldiers discharged to our care.

F.  Know Your Profession
1.  Continue to educate yourself militarily and formally (college courses) to maintain technical and tactical proficiency.  Knowledge and proficiency breed confidence and sound judgment.

2.  Know your soldiers and their limitations (strengths/weaknesses).  Encourage them to learn and grow by furthering their education.

3.  Teach writing skills.

      G.  Goals
1.  Must be realistic and attainable

2.  Plan short, mid and long-range goals

3.  Use notes and lists to assist the memory

       H.  Mission Accomplishment
1.  Everything is important.  Prioritize tasks!!
2.  The mission is always first.  The challenge is taking care of your soldiers concurrently while accomplishing the mission.

3.  I will provide you with sufficient guidance, resources and time to accomplish the mission.  Ensure you understand all aspects of any mission.

4.  Again your mission is to lead, train, instill discipline and take care of our soldiers.



I.  Physical Fitness
1.  A score of 300 points on the APFT is excellent, but what matters is maximum effort.

2.  If our soldiers give 100% effort, the results will take care of themselves.  Effort comes from the heart.

3.  The Platoon APFT standard is 250 points.  The goal of each soldier is 270 points.

J.  Training
1.  All armies do two things; train for war and go to war.

2.  The key is to train the way we will fight….Fight tonight mentality.
3.  Training schedules are gospel.  We must start training on time as scheduled.

4.  Squad Leaders and the NCOs in the platoon are responsible for training.

5.  Try to limit appointments and sick calls as much as possible.  However, if a soldier wants to go to the hospital or sick call then we cannot stop them. Keep to any day but, Monday or Thursday.
6.  All soldiers must be able to DRIVE in order to perform their mission.  

K.  Communication
1.  Avoid confusing orders.  Keep it simple.

2.  Rehearse briefings and classes.  

3.  Keep your soldiers informed.  A well-informed soldier is productive.  

4.  Communication must flow in both directions to ensure success in any mission.

L.  Leadership 

1.  Being a leader is a tremendous responsibility.  You must lead, mentor and develop soldiers.  No one said it is easy, it is very challenging, but there is no greater honor!

2.  Lead by example (Be, Know, Do).  Someone is always watching.

3.  Instill initiative.

4.  Delegate and assign missions.  Soldiers need to develop and grow.

5.  Follow-up to ensure standards are met and kept.

6.  Mistakes are okay.  Learn and grow from them but avoid making the same mistakes repetitively.

M.  NCO-ERs
1.  The NCO-ER is the most important document for continued success in your career.

2.  As long as you put forth your best effort, your NCO-ER will take care of itself.

3.  You’ll be rated for what you earn/deserve (a rater will neither take nor give anything).

4.  NCO-ER’s will discussed and reviewed so there is no hidden agenda or surprises at final print.

5.  Excellence ratings must be measurable, quantifiable and only achieved by a few.

6.  Keep an information paper on achievements and accomplishments to assist me in the NCO-ER process.  Items 7 through 12 are examples.

7.  VALUES:  Yes ratings for the Army, the mission and subordinates personal interests before your own.  1) Exhibit pride in Unit, and 2) Obey lawful orders at all times.

8.  COMPETENCE: “Excellence Rating” 1) Becoming NCO of the quarter/NCO of the year and 2) Scoring in the upper percentile on inspections in Appointed Duties.

9.  PHYSICAL FITNESS AND MILITARY BEARING: “Excellence Rating” 1) 270 or above on the APFT or earning the PT badge, and 2) Highest Squad average in the platoon (example 270 or above).

10.  LEADERSHIP: “Excellence Rating” 1) Highest Squad qualification rate in the platoon and 2) Led soldiers to win platoon/company competitions

11.  TRAINING: “Excellence Rating” 1) Your soldier winning Soldier of the month, 2) NCO’s winning NCO of the month for two consecutive months, 3) SAMC.

12.  RESPONSIBILITY AND ACCOUNTABILITY: “Excellence Rating” 1) No accidents for Platoon during movements and exercises and 2) Commended by CMD as having the best vehicles and equipment maintenance/cleanliness in the Company.

N.  Taking Care of Soldiers
1.  This is what NCOs do best.

2.  Treat soldiers with dignity.

3.  Be hard, but fair.  Recommend awards, promotions and punishments fairly.

a.  Awards; don’t cheat the soldiers, recommend what they deserve/earn, you would want the same.  Recommendations should be based upon deeds above and beyond the call of duty not just doing one’s job or merely based on time. 

b.  Promotions; Counseling must state what they are not currently doing correctly to achieve promote with/ahead of peers ratings and how to improve.  Eligibility and progress must be reviewed and annotated quarterly.

4.  Providing for our soldiers sometimes entails harsh counseling.

5.  Our subordinates will make us shine like gold or tarnish us like dirt.

6.  Check on Soldiers every morning at 0530 for health, correct uniform, accountability and cleanliness of room.

O.  Counseling
1.  Is a must and required, quarterly for (CPL-SGT).

2.  Spell out performance (strengths/weaknesses).  Include where they are and what they need to accomplish to improve (achieve or surpass standards).

3.  Remember the objectives of counseling; develop the counselee, improve their well-being and resolve problems.

4.  Ensure you display a caring attitude when counseling

5.  Counseling must be methodical, personal and practical.

6.  Effective counseling will develop our soldiers and ready them to take our place one-day.  If we counsel poorly, our soldiers will do the same to their soldiers.  Therefore, setting a below the standard norm will continue and spread.

7.  Counseling helps develop and correct at the same time.

8.  Bn CSM, 1SG Smith or 2LT Joe may review counseling packets without prior notice so ensure they are up to date at all times (ONCE a QUARTER).

P.  Safety

1.  Safety is first and foremost in all we do.

2.  Enforce and instill safety at all times utilizing Risk Assessments. 

3.  Every soldier is a safety manager and is responsible to identify and correct potential safety situations.

5. Hopefully you have gained a better understanding of what I expect.  I look forward to working with you and sharing our experiences and knowledge.  Know that I am available anytime, day or night, to discuss any situation; professional or personal.

6. Turn in required information ON TIME!! Go through me when the Chain of Command is required or needed. 

7. Your Rating scheme is below:

SFC Gamio, Nelson – Rater

2LT                            – Senior Rater
CPT                            - Reviewer
I have read and understand my initial counseling as explained to me SFC Gamio.

_______________________


________________________

SUPER KILLER




NELSON GAMIO

SGT, USA




SFC, USA

Squad Leader




Platoon Sergeant

“WOLVERINES”

