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Career Field Manager Update





	As I start my ninth month at the stick, I’m looking forward to the many challenges that lay ahead.  For the balance of the year, I intend to continue the focus on the first sergeant’s responsibility to provide his/her commander with mission ready forces.  Our role in providing a mission ready force is not related to technical skills.  Instead, it is our responsibility to remove those obstacles (the issues we’ve traditionally addressed, in addition to those listed below) that prevent our enlisted force from focusing on executing their job.  As trip reports come in from first sergeants from the field, it is clear that more can be done to make sure the troops are ready when they deploy.  A common theme in the reports is the need for us to send our troops with the proper uniforms, chemical gear, and their affairs in order.  These are all areas we have the potential and obligation to impact.  I don’t expect first sergeants to issue Desert BDUs or chemical warfare gear.  What first sergeants can do is to review processes and make the necessary recommendations to commanders on potential corrections.  The same holds true with respect to personal problems our troops carry to first sergeants at the TDY location.  Several reports indicate we are deploying troops that are better kept off the playing field.  It can be a hard call on whether or not to deploy a person, but that is our role as manager of the commander’s human resource.  Working through this aspect of the first sergeant’s role will continue to evolve over time; for some this is clearly a break from our past practices.  However, as we move increasingly towards an expeditionary Air Force, our involvement in the readiness of the force will continue to expand.  One final comment on force readiness -- without adequate retention rates, we won’t have a mission ready force.  While no one expects the first sergeant to serve as the full-time Unit Career Advisor, we have an inherent responsibility to make sure our troops get factual information on which to base their career decisions.  As enlisted member’s sit at the kitchen table with their spouse, deciding on whether to commit to the Air Force, we need to make sure they are basing their decision on facts.  To as great an extent as possible, we need to make sure supervisors are using the Benefits Fact Sheet.  Not only during periods of performance feedback, but as they hear erroneous stories traded in the break room.  Additionally, we as first sergeants need to make sure accurate information gets to every level within the organization.


______________________________________________________________________________











On Trip Reports





The following is the text of the guidance I sent out on trip reports.  I’m sure most of you have seen it already, but I want to do what I can to close the loop.  To clear up any confusion on the process, you should process your trip reports through your Senior Enlisted Advisor.  Please do not send them directly to me.





1.  For the following reasons, I need your help to make sure a trip report is forwarded when first sergeants return from operational or training TDYs/deployments.  First, I feel it is important to capture the contributions and impact of the first sergeant on the mission and the enlisted force.  Second, we need to provide the deploying first sergeant an accurate repository of pre-deployment information.  Third, we need to develop a database of information for use in making future career field enhancements.  Lastly, we need the opportunity to recognize the individual accomplishments of the first sergeant.  To develop a uniform database, I want to establish some guidelines for the trip reports to the field.





2.  For the purpose of standardization, first sergeants should utilize the basic format shown in The Tongue and Quill (AFH 37-337).  More specifically, I would like to see each topic within the trip report addressed in terms of: the issue, action taken, impact, conclusion/recommendations.  In terms of focus, I’m interested in issues the first sergeant faced, how they were handled, and how addressing them contributed to the wellbeing (readiness) of the force and successful mission accomplishment  This isn’t to suggest a problem with past reports; I’m simply trying to focus the content of future reports on issues and impact.  Additionally, I’d like to have trip reports in my office NLT 30 days after the first sergeant returns and sent by e-mail.  In the future, I’d like to reduce the cost and speed delivery by having the capability to e-mail reports out.





3.  I appreciate your support in moving this effort to improve our reporting system forward.  If you have a specific question regarding this issue or suggestions on how we could better refine the process, feel free to contact me at DSN 227-5899 or e-mail me at (smithme@af.pentagon.mil).


______________________________________________________________________________





WARRIOR SHIRT





We as shirts, do not have skill levels.  We don’t get a wreath around our diamond after serving so many years in the career field.  Nor do we attain a new badge with a star over the top when we master all the essential skills (if that is ever possible for shirts).  No, in fact, we have no tangible way to recognize those among us that have achieved a certain amount of knowledge, skill, readiness, and experience.  We may simply recognize an ability that was not there before.  One of these advanced abilities, gained almost entirely from our experiences, is that of the warrior shirt.





	Uniformed members of the armed forces are warriors on behalf of the American public, charged with keeping the peace, protecting American interests and if need be--fight and win wars for our country.  First sergeants perform a proud, selective, and demanding duty.  Deployments are one of the strongest links first sergeants have to warrior readiness.  They provide us with an increase in skills, judgment, prioritizing abilities, and “big picture” view gained no where else.





	During my tour in the desert of Saudi Arabia, I learned a great deal about my warrior role.  Living in tent city on the edge of Iraqi Scud range and assigned to a unit that rotated a third of its population every month demanded I completely expand what I understood to be my duties.  I can honestly say I have never been more involved with members assigned to me than during my deployment.  I was responsible for nearly everything about their lives from the time they stepped off the plane dazed, tired, and hungry to the day they stepped back on it to go home, happy, tanned, and eager.  I was responsible for their living conditions, where they ate, where they slept, as well as what they wore and when.  I became an expert in regards to individual protective equipment, gas masks, accountability, and travel arrangements home.  All of this added to my standard duties of leadership, management, counseling, maintenance of discipline, and so on.  I found my days lasting 18 hours or more and completely filled with providing my unit commander with the best-equipped, prepared, and ready to fight unit possible.  In other words, I was performing what I believed to be the epitome of first sergeant duty.





	Upon returning to my home base, I strongly encouraged other first sergeants to immediately volunteer for the hardest, most remote and challenging deployments possible.  These duties not only demand the best in our abilities and judgment; they offer a premium opportunity to make us more valuable to the Air Force.  With the experience of a tough deployment in our tool bags, we are in a far better and more believable position to influence others in today’s expeditionary Air Force.  After all, it can be very difficult for us to justify to our young airman the importance of being fully motivated about a deployment if we have not been ourselves.  Furthermore, if we can speak with confidence and from experience, we can explain how contingencies, military actions other than war, and perhaps war itself are a necessary part of military life.  In short, having first-hand experience as a warrior shirt makes us valuable, believable, and maybe more promotable as well.  After all, the promotion boards look for breadth of experience don’t they?  And if your peers are volunteering to deploy and going, all other things being equal, how will you stack up against them if you don’t deploy?





	If you have already deployed, you understand what there is to gain by going.  If you’ve been more than once, I commend you.  If you have never been, consider volunteering.  Becoming a warrior shirt makes you more valuable, believable, and capable at home and in the field.  Our Air Force needs us, and with a sizable portion of our service currently deployed; that means the Air Force needs us in deployed locations.  As a warrior shirt, we won’t add a wreath or star to your diamond, but it might shine a little brighter.





--SMSgt Dave Andrews, First Sergeant.


______________________________________________________________________________





TDYs and the Assignment Process





To ease the impact of frequent TDYs on Air Force members and their families, PERSTEMPO is factored into the assignment process in the following ways:





The Short Tour Return Date (STRD) is adjusted (one-for-one) for every individual serving 2 or more days TDY.





A new Overseas Duty Selection Date (ODSD), STRD, and one short tour credit is awarded to individuals TDY overseas 300 or more days in an 18 month period.





A new ODSD and one long tour credit is awarded if member is TDY overseas for 365 or more days in a 36 month period.





A new ODSD, STRD, and one short tour credit is awarded if member is TDY overseas for 548 or more days in 36 month period.





The following scenario illustrates how sensitive the assignment system is.  Two individuals, SSgt TEMPO and SSgt Normal, have identical histories except SSgt TEMPO pulled a 2 day TDY .  A requirement exists for someone in their AFSC and grade to serve a remote tour.  Neither individual is a volunteer.  Based on the STRD adjustment made for SSgt TEMPO's 2 days TDY, SSgt Normal would be selected for the assignment.


______________________________________________________________________________





Alcohol and Drug Abuse Prevention and Treatment (ADAPT) Program





	The Air Force has released a completely remodeled substance abuse education, prevention, counseling, and treatment program that significantly alters the focus and direction of substance abuse services Air Force-wide.   The restructuring of the substance abuse program became necessary to reflect advances in the prevention and treatment of substance abuse, and the transfer of the substance abuse mission from social actions to the medical group.  What organizations will see is a more comprehensively based treatment program that focuses on providing the most appropriate services matched to the specific problems identified by the individual.   What this adds up to for the organization is better services, shorter cycle times, and better treatment outcomes.





	ADAPT, which stands for the Alcohol and Drug Abuse Prevention & Treatment program emphasizes prevention of substance abuse problems through skills development training, targeting education at high risk groups, and outcome based education.    Placing greater emphasis in the prevention area will accomplish two major tasks:  It will assist troops that are at risk for developing substance abuse problems make responsible lifestyle decisions, and significantly reduce the long term impact of substance abuse on the mission and organization.   For those individuals who are identified with substance abuse problems, a more comprehensive assessment process will be in place to identify the individuals specific counseling or treatment needs.  What services the individual receives will be determined by a structured placement criteria, with measurable treatment outcomes.





	Since the release of the ADAPT program 1 Jan 98, several questions have come up regarding the role that commanders, first sergeants, and supervisors play in the ADAPT process.  One of the fundamental shifts that has taken place with the ADAPT program is separating the administrative/punitive component of the program from the counseling and treatment component.  On a functional level this means that  administrative/disciplinary actions are based on the establishment of a UIF or Control Roster stemming from an individual’s unacceptable behavior, such as, drinking and driving, drunk on duty, domestic problems, rather than solely on the use of alcohol or entry into the ADAPT program.   This shift also gives commanders greater flexibility in the administrative management of their personnel while participating in treatment.  One of the chief complaints we used to hear from commanders and first sergeants was they felt their hands were tied when it came to the old “SART” program.  Personnel entering the program were automatically updated in the Personnel Data System (PDS), which drove a host of administrative restrictions, ranging from, promotion eligibility, reenlistment eligibility, etc., regardless of how they entered the system or how well they were progressing in the treatment process.  Removing these automatic restrictions from the program in essence gives back to commanders the ability to control their personnel as they determine appropriate; something that was lost with the SART program.





The other major change that seems to have commanders and first sergeants concerned is exactly who makes decisions regarding patient treatment.  This is possibly the most significant paradigm shift the ADAPT program is making, but is absolutely necessary to ensure personnel with substance abuse problems receive the best in patient care.  At the installation level, the ADAPT Program Manager, who is a Mental Health provider, chairs the treatment team and determines what level and intensity of care is appropriate for each patient.  Patient placement determinations are made using structured criteria developed by the American Society of Addiction Medicine.  The use of  structured criteria ensures patients receive the services they require to meet their specific clinical needs; basically ensuring the right services are provided to the right people in the right amount for the right reasons, for the right outcomes.  These determinations are medical decisions, best made by personnel with the clinical experience and training to make them.  However, treatment decisions are not made without consultation with the commander and individual’s immediate supervisor.   Both have significant inputs regarding the individual’s duty performance, other behavioral problems, potential for future service; and play an important role in supporting their personnel as they navigate the treatment program; and have important input regarding treatment goals and assessing progress during the treatment process.  The ultimate goal of the ADAPT program is to enhance force readiness, improve the health and wellness of our troops;  provide comprehensive prevention and treatment services; and to return personnel with substance abuse problems to unrestricted duty as soon as possible.


______________________________________________________________________________





DISCIPLINARY ACTION REVIEW BOARD (DARB)





What’s the “going rate” for a specific offense?  Why did AGS give this individual a suspended bust but COMM gave a hard bust for the same offense?  Do you hear these questions around your base?  Perhaps, if you don’t already have this forum available to you, this may be a good thing to try.  We at Grand Forks AFB (and back at base “x”) use this quarterly forum to take a “quick” look at the disciplinary trends across the base and were asked to share this info by SMSgt Mark Smith our Career Field Manager.





The unit First Sergeants already have most of this information available to them, as does JA.  So “bean counting” is not a big thing.  The MSSQ “Special Actions” folks here at Grand Forks do the final compilation for a Power Point presentation.  It sounds harder than it is!





The DARB, is chaired by the Wing Commander and attended by all Group and Squadron Commanders and First Sergeants.  During our quarterly DARBs, we look at the following synopsized information by group & squadron for trends analysis and cross talk:





	Driving Under the Influence (.05 - .09 BAC)


	Driving While Intoxicated (.10+ BAC)


	Underage Drinking


	Placement on a UIF & UIF/CR


	Referral EPRs rendered


	Courts-martials conducted


	Article’s 15 served and consummated


	Discharges completed (by characterization)


	Family Care Plan completion rate


	Ergometry statistics





For each topic very GENERAL information is provided for the incidents reported to protect the privacy of the individuals.





				DRIVING WHILE INTOXICATED





UNIT	RANK	GENDER	# OF PREVIOUS 	INCIDENT	REFERRAL AGENCY	COMMENTS





AGS	A1C	Male		0	DWI on-base	SART			A15/RED 


TO E-2/14D XD


Driv Priv Revoked


1 yr on-base





MXS	SSgt	Female		0	DWI off-base	SART			LOR/UIF/CR


										Driv Priv Revoked


										1 yr on-base








Now you may think that this will turn into another marathon meeting, but it doesn’t.  Rarely does this meeting last more than 30-45 minutes.  A small “price to pay” for the information flow that results.  We have found that the more opportunity for cross-talk the better.





If you don’t already have this type of forum or are just interested in how we do things, drop me an e-mail or give me a call and I will give/send you a copy of what I have.





MSgt Tim Ossinger/319 AGS/362-6080/ossingert@grandforks.af.mil


______________________________________________________________________________





First Sergeant Academy





The USAF First Sergeant Academy needs your help.  First of all, as we continue to improve our curriculum, we need updated case studies from the field in the following areas:





	Core Values


	Personnel Sensitivity


	Equal Opportunity and Treatment


	Maintenance of Discipline


	Suicide


	Counseling


	Diversity and Personal Values


	Financial Responsibility


	Application of the Punitive Articles





Our other request concerns the upcoming worldwide first sergeant conference in September.  While there, we plan to meet with many of you to revalidate our curriculum. We'll come prepared with proposals for review and comment.





One of the areas we don't currently teach but which has been identified as much needed is that on issues concerning the deployed first sergeant.  We've identified four main areas: deploying to a bare base, deploying in support of an existing rotational schedule, deploying as part of a unit into an ongoing rotation, and expectations/demands of family members left behind.  Many of you have a deep breadth of experience in these areas.  Tell us what you think is important to teach our newest first sergeants to prepare them for their own deployments.





Please send your inputs on either or both requests to SMSgt Schaber, Director, Operations and Training, e-mail address lschaber@max1.au.af.mil .  You may link to her e-mail directly from the First Sergeant Academy home page, accessed through the Ira C. Eaker College for Professional Development website at www.au.af.mil/au/cpd/fsa .  You may fax inputs to DSN 493-4805.  We look forward to hearing from you.








Thanks for your help!


SMSgt Lenora Schaber


______________________________________________________________________________





Website Update





	At last, our website is up and running.  We’ve had over 111,000 hits since we went online on 4 March.  I appreciate the tremendous response from those in the field who have taken time to provide feedback on the website.  Additionally, I appreciate the number of products sent in for future use on the site.  I encourage you to provide your feedback and suggestions for future development.  Now for an update on recent additions to the website.





Recently, I added a couple of spreadsheets and one checklist to the website.  The first is a simple yet powerful (from “a picture paints a thousand words” perspective) tool, designed to assist you (or the individual you’ve appointed) in managing your squadron detail program.  The fact that it displays percentages against the total number of assigned personnel, helps to answer those frequently asked questions of fairness.  The second spreadsheet (I picked it up from the Barksdale AFB NCO Academy) is an electronic pro rata sheet.  While I strongly oppose, as the career field manager, the use of first sergeants in the role of ticket sales, this spreadsheet is a superb tool for the staff or technical sergeant (mentoring opportunity) you appoint to manage your ticket sales.  No more pro rata sheets that can’t be read.  Guest names, meal choices, and prices are all legible, and the push of a button provides all your totals.  Additionally, a simple “mail merge” with MS Word and you get printed labels.  Finally, I saw a nice checklist on how to complete an AF Form 1168, Statement of Suspect/Witness/Complainant (Provided by MSgt Vital, 375 SFS).  As it states on the web page, these products are not a substitute for command or local guidance.  However, if you don’t currently have a checklist, this is a good start.  As additional tools become available, I’ll make sure they are made available.


