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First Sergeant Special Duty Manager Update

SMSgt Mike Gilbert 

Greetings first sergeants!  Originally I was waiting until after the conference to do another Journal so we could get the word out on the great work done there, and then before that happened, we were at war.  Obviously, we’ve all had our priorities shuffled a little since September 11th, but things seem to be settling some now, so I’ll try to get back on track.  

I’ve also resumed traveling.  A few weeks ago I had the chance to meet with a class of forty-three new first sergeants, all fired up and ready to take their places in Air Force units around the world. After that, I got a chance to meet with twenty-six first sergeants from our widely scattered recruiting squadrons.  What an eye-opener that was.  For most of us, when we think of a first sergeant assignment, we think of working at a unit on a base, with a first sergeants council, a CCM, a family support center, a gym, a BX, a commissary, base housing, and all the other support we normally associate with a military duty station.  Most of these first sergeants and their people have none of that.  Their folks are assigned where the potential recruits are - out in hometowns all over the country.  That environment brings with it a host of unique challenges like ensuring proper housing and medical support across a variety of civilian communities to maintaining the morale and discipline of people working alone and far from their normal Air Force social and supervisory support.  If first sergeants are important on a normal base, filled with hundreds of other supervisors and leaders, just imagine how important they are to our good people working out on their own.   If you’re looking for a different kind of first sergeant challenge, supporting those who work to build our Air Force at the pre-basic training level, please consider volunteering for recruiter squadron first sergeant duty.  You will find assignments to these units available almost every week on EQUAL-Plus.  

I also got to meet with some of the fine folks in AFMC. The completion of their conference means we’ve had a first sergeant conference at every MAJCOM in our Air Force sometime during the last eighteen months.  This is a great thing.  Not only do our first sergeants get a clear sight picture of the world from the MAJCOM perspective, but our MAJCOM leaders and those of us fortunate to meet with the attendee’s get a good dose of feedback and the hot concerns from those in the trenches.  But these aren’t automatic.  It takes a commitment, and a lot of hard work within a command to put them on and they aren’t cheap either.  I want to publicly thank our MAJCOM command chief master sergeants and their staffs for going to the trouble of providing the first sergeant community these great opportunities.  It hasn’t always been this way!     

________________________________________________________                             ______  _
SDAP

SDAP 2 ($110/mo) started for first sergeants 1 Oct.  

________________________________________________________                             ______  _
First Sergeant Manning

CMSgt       104% 

SMSgt       140%

MSgt           77%

Total            92%

Please keep your eyes open for that sharp SNCO ready to step up and help lead an Air Force unit. 
________________________________________________________                             ______  _

AEF Cycle 3 Sourcing

As some may remember, in May ’00 we sourced AEF Cycle 2 by getting representatives of the MAJCOMs together in a room and divvying up the slots through negotiation.  As long as the bases people were chosen from were in the ‘buckets’ identified by the AF AEF Center we were good to go.  We pretty much split the slots up to one per base in each ‘bucket.’  The process was very open, with a lot of involvement from the MAJCOMs and myself.  Things are going to be different this time.  

First, the sudden onset of war hit the AEF Center at a bad time in the Cycle 3 planning process and caused them to slip sourcing the majority of Cycle 3 slots for a few months.  Second, there is a new emphasis for this cycle – teaming.  Under this concept, it is considered better to send a bunch of people from the same base at the same time, rather than spreading it out across many bases.  The idea is that if we send a bunch of people from one place they already know each other and are better able to work together right from the start.  In our case, that might mean several of our deploying first sergeants would come from the same base, know each other and also maybe the SJA folks, the services people, etc.  Obviously the pinch is how many from one base is too many.  I have taken the position that two people from non-aviation units in addition to any deployed with their aviation units, from one base at one time should be the limit.  We will still be able to spread it out some, but the AEF Center is looking to see that the goals of the concept are met.  

So, what this all means is that AEF deployments may have a larger impact on individual bases than last go-round, and a particular base may find themselves sending two shirts off to fill Expeditionary Combat Support (ECS) squadron slots, while also sending one or two off with flying squadrons.    First sergeants, as always, you need to have one or two quality ‘under-shirts’ waiting in the wings in case they need to fill in.  

Another thing that changed since last cycle is that the AEF Center will now be doing the sourcing.  Instead of us getting together with the MAJCOMs to divvy up the slots, the center will task bases in the ‘buckets’ using the 2 ECS slot limit.  They will work through the MAJCOM, who will work it with the base.  We have maintained the base CCM role to choose the actual deployers based on whatever factors make the most sense for their local situation.  

So, where are we now?  Due to September 11th, the AEF Center decided to source Cycle 3 AEF 1 and 2 (which begins in March), this month.  Those taskings will flow through the MAJCOMs to the bases soon enabling us to meet the EAF goal of 90 days advance notice to deployers.  However, you can already look at their web site to see when your base will be in an AEF ‘bucket’ and plan accordingly.  If you are not in a bucket in a particular period and not at a base that has routine aviation requirements like an AMC base, or special low-density units like an STS, you are very unlikely to be deployed for an AEF tasking during that period.  The plan is to source the remainder of Cycle 3 as soon as time allows.  Once that happens we will have everything in front of us minus any new requirements OEF drives.  Clear as mud?  I know, but hang in there.  It ain’t broke, it’s just different.

________________________________________________________                             ______  _
CMSgt Promotion List

Congratulations to our first sergeants who were selected to the Air Force’s highest enlisted grade.  The first sergeant career field enjoyed a 21.34% selection rate this year, promoting 35 out of 164 eligible.  Below is a list of this year’s selects.  On a personal note, I was very glad to see a lot of friends and people I have long admired on the list and I’m humbled to be in their company.  Congratulations Chiefs! 

George T Bice

Voreda L Slone

Ricky T Bailey

Thomas H Pelfrey

Dennis A Desilet

Mark S Brejcha

Jeffery C Dodson

Robert J McKenzie

Robert M Dandridge

Michael P Gilbert

Timothy D Ossinger

Brenda R Huckle

Joel S Alaimo

Danilo B Taliman

Danny S Herndon

Timothy W Bruce

Diane Mari Morelli

Mary M Kochel

Kelly J Martin

Michael A Dunn

Russell A Kuck

Joseph A Sanchez

Michael J Warner

Dean A Hall

Kaylon D Grubbs

Willie J Burnett

Gerald A McKinnon

James C Johnson

Cathleen A Hooks

William S Hubbartt

Michael L Pirolo

James E Uram Jr

Cathy L Cox

Terry K Boeder

_______________________________________________________                             ______  _
7th Annual Worldwide First Sergeants Conference Out-brief

In late August some 300 Total Force first sergeants from around the world got together in St Louis to hear from our top leaders and to work some important issues.  We were fortunate to have been visited by our new Secretary of the Air Force, the Honorable Dr. Roche, and our new Chief of Staff, General Jumper.  The conference was a great success thanks to the professionalism of our attendees, our outstanding issues group leaders and the hard work of our MAJCOM Reps.   I’ve posted the briefing slides from all our presenters on the First Sergeant Web Site and I’ve included some notes taken by one of our participants.  Hopefully you all received comprehensive briefings from your representatives after they returned.  

Below is a summary of the discussions and recommendations of the different issues groups.  It is very important to understand that this is simply a condensed report of the work of the individual issues groups at the conference.  It is all working group level stuff at this point.  After each one I will provide some comments and a status on what is being done on those awaiting further action.  I will continue to update this until they are all closed out.  

One other point - please understand that while these issues are very important, many of our AF/OPRs have a variety of other important responsibilities and are heavily involved in meeting the force’s immediate needs during this time of crisis.  Expect delays in processing these items.  Once again, a special thanks to the MAJCOM Reps and the Issues Group leaders whose talent and hard work helped make this such a successful event!   

Issue Group 1 – MAJCOM Issues

Group Leader: CMSgt Gill

Task

    - Review all MAJCOM submissions

    - Identify submissions requiring AF Level action

    - Select the top few to be forwarded to AF/CCC for staffing

Recommendations:  These are the selected issues from all the MAJCOM submissions that are forwarded to the Air Staff for consideration –

     1)  First sergeants as voting members of Family Maltreatment Case Management Teams 

          (FMCMTs).   

          - Discussion – Have a voting voice on FMCMT to provide continuity/standardization across 

             the AF and provide a balance between clinicians and the field   

          - Recommendation – Assign primary and alternate first sergeants as voting members to     

   FMCMT  

          - CFM Comments: This recommendation has been submitted to the SG       

          - Status OPEN            

     2)  Extend pregnancy discharge decision to 180 days after birth.  

- Discussion – Extending the time frame for a pregnancy discharge to 180 days after birth   

   would provide the member with a better opportunity to make an informed decision about  

   whether she should stay or go…a potential retention issue          

          - Recommendation – Member should be able to make decision after delivery

          - CFM Comments: This recommendation has been submitted to DP

          - Status OPEN 

     3) Housing of single pregnant members 

          - Discussion - Although the member can apply for MFH at the 20-week point (no longer 

             true), the member is not allowed to move into the MFH until live birth of the child.  The 

             problem with this is that some pregnant members, voluntarily go downtown on single rate 

             BAH.  This, in many cases locks them into a lease for a specified period of time.  

             Additionally, the member has to move back on base, pending availability of quarters, with a 

             newborn, if they choose to move.

- Recommendation – Change AFI 32-6005 to allow single pregnant members to apply for,  

   and if available, occupy MFH at 20th week of pregnancy

- CFM Comments:  This is a complicated issue and work has been done in this area since AFI 32-6009, The Housing Handbook, was published in 1996.  First, a housing policy meeting was held a few years back and a memo was issued to the field stating that single pregnant members can apply for base housing within 30 days prior to expected delivery.  This change was intended to maintain consistency among those changing from single, to w/dependent status.  The next version of AFI 32-6001, Housing Management, to be published soon, should reflect this change.  They will still not be able to move in until after birth though, due to the DOD 4165.63-M which again is consistent with others changing status.  However, the policy allows that if there is excess housing available on a base, the installation commander may temporarily convert a military housing unit to Unaccompanied Housing and assign the member, then switch it back after the birth.  The suggested action of authorizing single pregnant members to apply for base housing at all locations at the 20th week of pregnancy would not be consistent with other categories such as those getting married, adopting, etc.  and is unnecessary since the member already has suitable housing in the dorm.

So, to summarize, when dealing with a single pregnant member who resides in a dorm, here are our options -

1) The member can request to move off base at the 20-week point and set up a residence downtown (AFI 32-6005 4.1.2.5) or
2) The member can apply to move into family housing 30 days prior to est. delivery (per AF policy, and the new AFI 32-6001 to be published soon) and stand on the list, moving off base to wait if necessary like all others.  If there is excess housing available, the installation commander can temporarily convert an empty housing unit into an unaccompanied unit then switch it back once the child is born or
3) The member can stay in the dorm until birth, then move to a suitable residence they have arranged.  (AFI 32-6005 is sometimes misunderstood to mean the member must leave at the 30th week of pregnancy.  This is not true.  This is merely an option for the commander to use to deal with a member who may not be making appropriate preparations to set up a residence given their approaching change of status.  They can use this to push her ((with appropriate assistance of course)) to make those preparations at the 30th week, rather than later, say from the delivery room)  

          The bottom line is that policy letters are in place that address the concern while  

          keeping it fair for all others.  

- Status CLOSED

     4) Relocating dependents to fulfill TDY commitments (single parents/Mil to Mil)  

          - Discussion – Minor dependents are not allowed to travel in the same category as their      

   sponsor from overseas to CONUS to fulfill family care plan on AMC aircraft.  Designated   

   escort cannot use POA to escort minor dependents on Space A.  This impacts 

   implementation of family care plans, mission readiness and morale

          - Recommendation – Allow minor dependents to travel with their sponsor in same category   

    w/TDY orders and/or letter from CC

          - CFM Comments:  This recommendation has been submitted to AF/IL

          - Status: OPEN

Issue Group 2 – Future of First Sergeants

Group Leader: CMSgt Gordan

Task

- Review objective of Developing Aerospace Leaders and current challenges facing the AF first 

   sergeant program

    - Review proposal to meet DAL objectives and improve management of first sergeant program

    - Make recommendations to CFM on how we can improve our system of managing first 

   sergeants, ensuring we continually man all first sergeant positions with highly qualified   

   SNCOs, and provide a steady flow of successful first sergeants back into the general SNCO 

   corps

Report From Issues Group Leader:

After studying the issues and discussing various options, our recommendations are to:  

     - Implement a “3 year tour” system for first sergeants that would include an    

   additional 3 years as needed to meet AF needs – but grand-father current shirts 

     - Keep initial boarding procedures (as modified by the ‘selection’ issues group - see below)

     - For those applying for a second tour, create a system with CCM, first sergeant council execs, 

   and CC input to ensure the right folks are selected to be the experienced first sergeants

     - Recruit aggressively

     - Use AFPC resources to identify ‘prime’ candidates, create program to ensure candidates are 

   approached 

     - Keep current requirements for entering duty

- Stop using enlisted assigned as sole justification for grade requirements.  Rather, identify   

   units requiring experienced first sergeants taking base needs or other factors into   

   consideration.  Ensure each base has at least some experienced first sergeants (establish a 

   minimum threshold)

 - Individuals desiring to return to PAFSC after successful completion of tour should be allowed 

    to regardless of CCM desires

- Rewrite AFI 36-2618, The Enlisted Force Structure, to reflect that SNCOs need to seek out   

   special duties and other career broadening opportunities

      - Continue promotion testing first sergeants against first sergeants

- Use BOP at the end of 3-year tour rather than at beginning.  AF needs need to play a bigger 

   part of assignment process to ensure all bases are manned fairly vice preferred bases enjoying  

   full manning at expense of others   

      - CCMs should be able to waive 6-year limit as needed due to special circumstances

      - CMSgt slots need to be scrubbed to determine how many and where CMSgts are truly 

   needed to fulfill a “Chief” role

- System should result in more top enlisted positions being filled by people with first sergeant   

   experience

CFM Comments:  Ideas about how to better manage first sergeants have been discussed in previous editions of this Journal, at MAJCOM first sergeant conferences, and meetings with our CCMs, but this was the first time we were able to get a group of first sergeants from all different MAJCOMs together to take a close look at it.  We also received some of the data we had requested from AFPC.  One piece was our current demographics.  Here is what we look like grade and experience wise:   
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This chart shows our experience and grade demographics.  You can see that 80% of first sergeants have 6 years or less - 60% are in their first three years, 20% in their second, and the remainder beyond that.  


One of the issues and challenges we face in first sergeant management is promotion opportunity.  Slowed promotions are seen as a very significant hurdle to recruiting high quality SNCOs.  Current first sergeants also indicate this is a first sergeant retention factor.  Here is what the data shows:


What this data tells us is that our current promotion system greatly values first sergeant experience once a member returns to their AFSC after a successful first sergeant tour and competes against peers in their previous AFSC.  In fact 83% of former first sergeants are promoted within two years of returning.  It also values first sergeants with established records of superior first sergeant performance.  If we were to follow the recommendations of the issues group and create a system that returns significant numbers of first sergeants back to their previous AFSCs, first sergeant experience could become a key positive discriminator.  Those who remained first sergeants would also likely fare well.

While we are on promotions, the issues group considered and rejected the often-raised idea of first sergeants competing directly in their old AFSCs.  Some of the concerns were that some career fields may value shirts while others may not leading to separate classes of first sergeants – those who can get promoted, and those who can’t - with performance having less to do with the results than it does now.  So this was considered, but decided against as too risky and not good for the first sergeant corps at this time.  Maybe in a few years the picture will look different.

Other ideas that were considered and rejected included 1) establishing 2 or 4 year tours 2) making having been a first sergeant a requirement for CCM duty, and 3) having first sergeants selected from within their units and serving in the same units they came from for a few years, while still tracked in their previous AFSC.  

The issues group recommendations will now be considered for implementation during the current AFI 36-2113 rewrite.   I am also on tap to present them to the next meeting of the AF Career Field Managers to be held in January.  Clearly, these recommendations have the potential to address some of the problems we have struggled with for some time in attracting enough top quality MSgts into the field to meet Air Force needs, as well as developing our Air Force’s top SNCOs for greater roles.  I’ll continue to keep you posted as this develops.  

Status: OPEN

Issue Group 3 – Domestic Violence

Group Leader: CMSgt Smith

Task

    - Review the purpose and activities of the DoD Domestic Violence Task Force

 - Provide feedback to CMSgt Taylor, DoD DVTF Rep

    - Report main points to conference

Report From Issues Group Leader:  

Our charter was to review the purpose and activities of the DOD Domestic Violence Task Force and provide feedback to the subject matter expert on first sergeant domestic violence concerns.  First we covered the federal law that mandated the task force and prior events that led to congressional involvement.  Next the group explained to Chief Master Sergeant Earl Taylor from the Task Force our role as first sergeants during and after a domestic violence situation.

One of the biggest issues that he wasn’t aware of was the status of Air National Guard and Air Force Reserve members when a domestic violence situation happens in the civilian community.

The Guard and Reserve first sergeants would like to see more training and guidance on what options are available to them.  A recommendation is to have a Reserve/Guard legal representative on the task force.  Chief Taylor has stated that he will take that recommendation back with him.

Another concern the group had is the lack of ability to repatriate abusive spouses after they have been barred from an overseas location.

Other ideas the group recommended are:

Notification of previous civilian domestic violence cases to gaining units – to include Guard and Reserve members.

A newcomers briefing for commanders, command chiefs and first sergeants on jurisdictional rules for the installation and housing area to include all memorandums of understanding. 

There is a need for a standardized military protection order.  It is recommended that all orders be given immediately in written format with a copy given the victim within 24 hours.

We support evidence-based prosecution to prevent the victim from recanting out of fear or threat.

CFM Comments:  This issue groups was very helpful to the DoD OPR.  It highlighted several previously unknown concerns.   It will be interesting to see what DoD puts out, once the Task Force completes its work.

Status: CLOSED

Issue Group 4 – Weight Management IPT

Group Leader: CMSgt Miller

Task

    - Review current weight management program

    - Review plans to revamp program

    - Make recommendations to AF/OPR to improve the effectiveness of WMP

    - Report to conference

Report From Issues Group Leader:  The group’s charter was not to do a line-by-line scrub of the AFI.  The AF OPR was present for all discussions and took extensive notes on first sergeant’s concerns with the program.  If a first sergeant sees an area that needs to be addressed send in suggestions.  These should be written in a problem, discussion, solution format after the base first sergeant’s council approves the suggestion.  E-mail SMSgt Gilbert or CMSgt Miller (Michael.miller@langley.af.mil) with the suggestion.   Here is what the group recommended to the AF/OPR    
RECOMMENDATION #1:  Change criteria for removal from Phase I and completion of Phase II from having met or are below AF body fat standards to having met or are below AF body fat standards or having met or below their maximum allowable weight (this was pointed out in a submission from ACC) 

-          Proposal faces potential problem in ensuring compliance with DoD physical fitness and body fat procedures (para 6.2.2.5.2 of draft states service members will only be removed from remedial training program upon meeting service body fat standards).

RECOMMENDATION #2:  Change body fat standards to allow an additional two percent body fat for people over the age of 40 and create a body fat percentage tier for people between the ages of 25-29 years of age.  New standards:

- 20% for men 24 years of age and younger

- 22% for men 25 to 29 years of age

- 24% for men 30 to 39 years of age

- 26% for men 40 years of age and older

- 28% for women 24 years of age and younger

- 30% for women 25 to 29 years of age

- 32% for women 30 to 39 years of age

- 34% for women 40 years of age and older

-  These changes are still within allowable DoD draft standards and don’t exceed standards used by the US Army.


-  The Air Force does not provide an increase in body fat standards after the age of 30 years old to address physical body changes that can include a slow down in individual’s metabolism 

RECOMMENDATION #3:  Change taping process mandating two changes.  Change #1 to the taping process is the person at the HAWC takes three consecutive measurements (person measures the neck, then the waist; measures the neck and then the waist again; and repeat that process a third time.  This is consistent with the procedures allowed in the DoD draft instruction).  The taper then records the average of the three measurements.  Change #2 is after measurements are completed, HAWC personnel compare the neck, waist and hips measurement to the previous month’s measurement.  Any differences of more than ¼” on the neck or more than ½” on the hips or waist must result in the HAWC supervisor examining the results to determine if the difference is logical and valid


-  There are far too many anecdotal cases of huge swings in body fat of 2-3% in one month’s time with virtually no change in weight.  Others have experienced striking differences between tapers.  These changes will provide more consistency to the program 

OTHER SUGGESTIONS CONSIDERED, BUT NOT RECOMMENDED FOR CHANGE:


-  The group evaluated the suggestion to change the automatic promotion ineligibility condition as a result of an unsatisfactory weight status code.  This issue arose because of a lack of confidence in the taping process and the above suggestions can alleviate those concerns.  Furthermore, the current promotion AFI (36-2502) allows for promotion eligibility reinstatement to include retesting, getting test results, and reinstating line numbers if situation warrants.  The original intent for making the unsatisfactory code an ineligible promotion condition was made for consistency throughout units in the Air Force.


-  Alternative methods for measuring body fat were briefly discussed.  The consensus from the first sergeants is we support methods that take subjectivity out of the measurement technique.  However, the DoD guidance to all services is services will only use circumference-based body fat measurements.  


-  Change Phase II from six months of observation to three months of observation when a person goes directly into Phase II from the 90-day diet and exercise period.  This suggestion was rejected because there is no guarantee that people in that condition maintained their body fat for 6 consecutive months as others in the program must do.  Furthermore, six months in the program is consistent with maintaining and reinforcing a healthy lifestyle change.  

-  Allowing reenlistment for personnel while in the 90-day diet and exercise period since this period was intended to be non-punitive.  The group rejected that suggestion because the person was not within standards while in that part of the program (and Phase I personnel are not allowed to reenlist either).  

CFM Comments:  This was a neat opportunity for first sergeants in the field to get in on the ground floor and work directly with the AF/OPR on the development of our next weight management AFI.  Sept 11th set action on the new AFI back significantly.  Meetings will resume in January and CMSgt Miller will continue to represent first sergeant concerns with this program.  It is very important to understand that our input is just one part of a very large effort that will go into creating the next WMP AFI.  We need to keep our expectations realistic.  Still, it’s significant that we are being welcomed into the process early.  Hopefully when all is said and done, a better, more effective program will be the result.  

Status: OPEN

Issue Group 5 – Career Assistance Advisor Program

Group Leader: CMSgt Niksich

Task

    - Review CAA program history and objectives

- Provide feedback to AF OPR on the CAA program

    - Report to conference

Report From Issues Group Leader:  Our working group charter was to review the CAA program history and objectives and provide feedback to the AF OPR (AF/DP) on the program.  Program was created as a result of Jan/Apr 2000 Retention Summit to assist commanders in developing wing/center level retention programs.  CAA works with commanders, CCMs, first sergeants and supervisors to identify, isolate, and (if possible) eliminate career irritants effecting Air Force personnel and their families.  CMSgt Dockery, AF/DPFFR, was our subject matter expert and provided the group with outstanding background information on the conception and current status, as well as current challenges and future program goals.  

HISTORY:  During 70’s-80’s, Career Advisors were placed in individual units, providing one on one counseling to individual members so members could make knowledgeable career decisions.  Program was effective, but advisor was taken out of unit manning hide.  Also became a paperwork exercise when retention was not a problem in the draw down in early 90’s.  Program was dissolved in early 1990’s.  When we became ‘retention challenged’ after VSI-SSB period, operations tempo took up valuable supervisor time and we ended up with a force of people in all grades who were not educated or able to counsel on career entitlements and benefits.  In 1997, 1998, and 1999, we failed to meet retention goals for first term and all enlisted career categories.

NEW PROGRAM:  As a result of the Retention Summit, a new CAA program was developed with a goal of instituting wing level retention programs.  Focus is to provide accurate and current information to military members so they can make knowledgeable decisions for their future, highlighting benefits, entitlements, and opportunities in the Air Force.  The new program does not have unit level counselors.  Wing level CAA’s focus on three things:

· Retention Program Manager for wing/center commanders

· Training all supervisors at unit levels to be advisors for their troops

· Referral for questions from supervisors, first sergeants, and commanders

DISCUSSION:  After a full review of the program, our diversified group of active duty, guard, and reserve first sergeants discussed feedback to the OPR, challenges for program success, and ways we as first sergeants can assist our CAA’s.

FEEDBACK AND CHALLENGES FOR CAA’S/OPR:

· Program was developed quickly, possibly too quickly, and is in very early stages.  First

      annual conference was held in October.   

· AFI for CAA program is still in draft.  CAA’s currently have very little guidance, are working programs the best they can, but with no standardization across the Air Force.

Consequently, CAA’s are free-wheeling their programs at each base.  Their training consisted of just 4 days of briefings and certification before being sent to their operational jobs in their new career field.  We ask that CAA’s look at training and certification needs for their career field.  While people selected for this duty are senior NCO’s, they still need certification or technical training for this important duty position.

· We ask CAA’s across the AF look at standardizing their web sites, brochures, and briefings for accurate and consistent information.  Each base CAA can then add information to their base web site and briefings, to include localized retention information.

· Currently, CAA’s provide just one monthly report to their wing commander and one report to AFPC, containing retention numbers and program progress at their local base.

Lack of documentation and cross-flow of information does not provide much data to measure progression, success, or needed improvement areas.

-    Career field funding is yet to be standardized.  91 CAA authorizations have been in the

     field for almost a year, yet funding starts in FY02.  Financial success of individual

     programs depend on the priority individual wing commanders are giving their CAA 

     and retention programs.  If wing leadership is taking the program seriously, that

     motivation and initiative flows down through the command levels.

· Majority of first sergeants feel CAA’s current direction seems to be focused solely on

      Right Decision briefings.  We would like to see more emphasis on training supervisors

      to make them better advisors for our troops.  Possible utilization of more cross-flow or

      other forms of communication to find out from one another what is working at their

      location would help them be more successful in unit level participation/programs.

FIRST SERGEANT ASSISTANCE TO CAA’S:  

· Understand retention is everyone’s business.  Ensure our CAA’s have access to our units and supervisors.  If your CAA is not contacting you or your supervisors, make contact with them and get them into the units to educate your supervisors.  Retention is a leadership issue and we are all leaders.

· Ensure our supervisors are providing ‘benefits fact sheet’ as required when providing  

      feedback to subordinates.  Look at your local programs to see if supervisors are, in fact, 

      meeting that requirement.    Fact sheet provides valuable career information.

· Work with CAA’s and supervisors to educate troops that money isn’t the only reason to 

reenlist.  Counsel on tangibles and intangibles alike, educating them on all the things we never realized were important entitlements and benefits when we were young, but grew to appreciate as our careers progressed.

· First sergeants, chiefs, and other senior officers and senior NCO’s assist CAA’s with

      briefing patriotism as part of career counseling.  Patriotism is still a big sell for our

      troops.  With number of WW II veterans dying everyday, if we don’t tell their story

      of courage, loyalty, and dedication, who will??  Entitlements and benefits are probably

      the main drivers for people to reenlist, but patriotism needs to be addressed as well.

· First sergeants need to receive monthly/quarterly reports that CAA’s provide to higher

headquarters that provide retention rates and programs the base CAA have implemented, so commanders and unit leaders can help them be successful in retention.

· We recommend CAA’s become associate members of the wing first sergeant councils.

CAA’s work closely with first sergeants and the more comfortable the CAA is with the

wing first sergeants, the better they will work together (much the same as ALS flight 

chiefs and Family Support Center superintendents). 

CONCLUSION:  We all agree the CAA’s are working very hard and are an important resource in ensuring our people have all the information they need to make knowledgeable decisions about a military career for themselves and their families (we recruit individuals, we retain families).  We are all in the business of retention.  With today’s economy, if we don’t do a good job of advertising both the tangible and intangible entitlements and benefits of a military career, our people will shop elsewhere.  The CAA program is in the early stages, is a very important program, and is in a maturing stage.  We look forward to assisting our CAA’s in being successful in their programs.  Their success is our success in having well educated decisions being made by all our enlisted Air Force members. 

CFM Comments:  Great work and great suggestions.  The CAA conference held this fall worked similar issues.  CAA’s have a lot to offer us but they need our strong support at the local level to succeed.

Status:  CLOSED

Issue Group 6 – First Sergeant Selection Process

Group Leader: CMSgt Borders

Task

    - Review the first sergeant selection process according to 36-2133, The First Sergeant
    - Make recommendations to the CFM in the following areas:

       -- Board composition

       -- Objectives of board, including areas to be evaluated

       Standards for recommending or non-recommending candidates

    - Report recommendations to the conference

Report From Issues Group Leader:

Here're the proposed changes from our "selection process" issue group.

While we thought the process was generally working well, we agreed there

were some changes that might make it more sound.

This is all out of our AFI 36-2113, The First Sergeant.  I’ve organized this by putting what is currently written first, then proposed changes, followed by the proposed new reading, and then the rationale behind it in parenthesis.

4.1.2.1

(WAS)  SNCOs interested in applying for first sergeant duty will

participate in a shadow program with an experienced first sergeant for

at least 30 days or have served as an additional duty first sergeant prior

to formally applying for retraining.

(SHOULD BE)  SNCOs interested in applying for first sergeant duty will

participate in a shadow program with at least two experienced first

sergeants for at least 30 days.

(REASONING)  The group felt the prospective first sergeant should get a good 

look at more than one squadron, and more than one experienced first sergeant should

get a good look at the prospective shirt.  This will also ensure the member

doesn't just fill-in in his or her squadron, or pull duty in a small unit,

and become a first sergeant without the opportunity to observe the dynamics

of other organizations

4.1.3

(WAS)  CCM and MPF schedules applicant and to meet the selection board.

CCM organizes the selection board.

(SHOULD BE)  CCM schedules applicant and organizes the selection board.

(REASONING)  MPF is not required.  As written, the MPF has no play in 

organizing the board.  The CCM generally works the scheduling with the applicant.

4.1.3.1

(WAS)   The selection board consists of a field-grade squadron

commander; CCM, and two first sergeants with a minimum of

one-year experience.  Additional-duty first sergeants, including first

sergeants with less than one-year experience, may also participate on

the board as observers.  In the most unusual cases, CCM may substitute the

squadron commander or first  sergeants with senior NCOs only if

required members are not available.  In those cases, a statement from the

MPF chief  explaining the circumstances of the board deviation

must accompany the application.

(SHOULD BE)  The selection board consists of an experienced (one year)

field-grade squadron commander, with an 8F000 assigned is desirable, and two first 

sergeants with a minimum of one-year experience are voting members.  The CCM 

serves as advisor.  Additional-duty first sergeants, including first sergeants with less 

than one-year experience, may also participate on the board as observers.

(REASONING)  The group felt the commander should be experienced (preferably 

with an 8F000) in order to have the proper perspective of the unique relationship

required between the commander and the first sergeant.  As the CCM has the 

authority to discontinue the application process at any time up to the board, 

and is therefore presenting the board a member he or she is predisposed to 

approve, giving the vote to the other panel members would help alleviate any 

perception the CCM might "force" an applicant through the process.  The CCM 

still controls/has great influence upon the process from start to finish.  He/she can

"turn it off" before the board; as advisor during the board, has the ability/duty to 

influence the board if the applicant reveals heretofore disqualifying traits; and has 

the wing/installation commander's ear prior to final approval.  If the required members 

to constitute a "legitimate" board are not available within a reasonable time at a certain

location the member can travel to the nearest installation where a proper board can be 

convened.  If the situation were so unusual as to require a panel of non-diamond-wearing

SNCOs, an exception to policy can be requested from the OPR of 36-2113.

4.1.3.2

(WAS).  The selection board reviews the applicant's personnel records, commander's recommendation letter, and any other background information submitted.

(SHOULD BE)    The selection board reviews the applicant's personnel records, commander's recommendation letter, comments from all shadowed first sergeants, and any other background information submitted.

(REASONING)  While communication among shadowed first sergeants, CCM, and board members

concerning the viability of the candidate typically takes place prior to the board, we felt we should institutionalize the feedback to the board to ensure the shadowed first sergeant's view is considered.

4.1.4

(WAS)  The selection board conducts a comprehensive interview to assess applicant's motivation, understanding of responsibilities, attitude, and ability to accomplish first sergeant duties.  Board questions should be reviewed by the CCM prior to the board convening.

(SHOULD BE)  The selection board conducts a brief, formal interview to assess applicant's motivation, understanding of responsibilities, attitude, and ability to accomplish first sergeant duties.  Board questions will be reviewed by the CCM prior to the board convening.

(REASONING)  There has been some concern within the first sergeant community of occasional extremes in the conduct of selection boards.  While by its very nature the selection board is subjective, there are reports of some being extremely casual, while others take on an "inquisition" flavor.  In an effort to pay the applicant and the process the proper respect without berating and demoralizing the member, we felt a couple of simple word changes might guide the boards in general toward the center.  The word "comprehensive," if taken to an extreme, could tend a board toward the "inquisition."  While still subjective, by striking "comprehensive" and inserting "brief, formal" we felt this would tend away from the casual and avoid the hours-long investigation.  "Will" for "should" - We felt this was happening anyway, but as long as we were recommending changes in this area, felt "will" was more appropriate.

4.1.5

(WAS)   The selection board provides a recommendation to the wing or installation commander who has final approval or disapproval authority for submission of application to the MAJCOM.

(SHOULD BE)  The selection board provides a recommendation to the wing or installation commander who has final approval or disapproval authority for submission of application to the MAJCOM.  The CCM will ensure feedback to all applicants on the board's recommendation upon completion of the board.

(REASONING)  As written, the AFI ensures no feedback.  This ensures the applicant will receive prompt feedback without putting a definite time limit on it, to allow the board members to discuss the merits or research a point of contention.

CFM Comments:  This group, which also had a MAJCOM CCM working with them, obviously put a lot of thought into how to improve the effectiveness of our selection process while keeping it professional.  These recommendations are being used during the current rewrite of the AFI.  

Status:  OPEN

Issue Group 7 – Ecstasy

Group Leader: CMSgt Hughes

Task 

    - Review current OSI data on Ecstasy use

    - Consider strategies to address this issue at the unit/base level

    - Report main points of recommendations to the conference

Report From Issues Group Leader:

Although ecstasy use is the current “drug of choice,” it isn’t the only drug associated with substance abuse in today’s Air Force.  We decided to make our position cover all substance abuse issues.  Of course, more emphasis can be placed on ecstasy use if that is the current issue, but any form of substance abuse should be a concern.  Our effort was simplified with the publication of the 20 August 2001 edition of the Air Force Times and the article titled On The Attack Against Drugs.  It outlined the “new” Air Force initiative outlined by Lt Gen Raymond P. Hout, AF IG.  It stated:

       -  “More urinalysis testing after holidays and on weekends to deter drug use at clubs and   

   night spots.”

       -  “Expand drug awareness education for squadron, group and wing commanders and make 

           such classes part of officer professional military education.”

       -  “Field a standardized substance-abuse and prevention program for all Air Force bases.”

        -  “Develop commander’s call topics that discuss the effects of substance abuse on health and 

   the potential consequences of using drugs in the military.”

        -  “Highlight zero tolerance, increased drug testing and integrity issues in base newspapers and 

   other media.”

         -  “Continue with the Air Force chief of staff’s messages focusing on drug abuse, it’s effects 

             on readiness and commander’s involvement in fighting the problem.”

         -  “Produce awareness videos on drug-abuse topics.”

         -  “Make the judge advocate general the focal point to collect drug abuse data from Air Force 

    agencies to determine drug trends.”

All of these initiatives addressed in the article were initiatives that our issue group had come up with prior to seeing the article.  There are a few enhancements we feel need to be included based on our discussions.

Recommendations

· We feel that we shouldn’t necessarily emphasize ecstasy use over other substances in fear that it may lead people to think other drugs and alcohol are OK.

· Drug awareness should not only be limited to “squadron, group and wing commanders,” or “officer professional military education.”  All senior leaders, to include chiefs and first sergeants, and supervisors at all levels need to be aware of the signs of drug and alcohol use, and the consequences of use and/or abuse.  We feel that awareness education should be included in all levels of PME, and at local NCO enhancement and SNCO Professional Development Seminars.  In addition, education should be included at all accession schools.

· In addition, education and awareness must be stressed at BMT, Technical Training Centers, and FTACs.  We also feel there should be some sort of annual mandatory briefing for all personnel along the lines of LOAC and Suicide Awareness training.

· “Awareness videos” must be graphic in nature and should include testimonials from both victims of substance abuse and substance abusers who have been caught and prosecuted.  If at all possible, live testimonials should be used to get the point across.  Whenever possible, have your people sin in on courts martial proceedings.  These don’t have to be limited to drug cases.

· First sergeants MUST include substance abuse in their newcomer’s briefings.

· Training on how to handle peer pressure should be given to airmen in tech school and again while attending FTAC orientation.

· Bases should work as a community to offer folks alternatives for after-hours activities such as midnight bowling, or midnight reduced cost movies.  Understanding that our folks want to socialize, this will not be an overnight success, so bases should be prepared to allow sufficient time for these types of initiatives to catch on.

· Demand Reduction offices MUST be manned to handle the increase in UA testing if we are to cover 24/7 testing of military personnel.

CFM Comments:  Obviously a big and growing issue, especially for our young folks who can easily get into the wrong crowd.  The group made some important recommendations for us to take back to our bases and apply.  Please discuss their recommendations in your first sergeant councils, and share any success stories you may have had in dealing with this problem.  Additionally, I’m forwarding their recommendations to the First Sergeant Academy to ensure our initial first sergeant training meets our needs in this area.    

Status:  CLOSED

Issue Group 8 – Financial Hardship 

Group Leader: CMSgt Cargill

Task

    - Review the work of the AF Financial Hardship IPT

    - Review IPT proposals

    - Provide feedback, first sergeant perspective to AF OPR, Ms Shontelle Rivers

    - Report to conference:

Background:  Concerns about some member’s financial problems kept popping up from MAJCOMs CAIBs to AF Staff.  At Air Force level, an IPT was formed to try to measure the problems and coordinate recommendations.  Surveys suggest there is a significant problem.  

- E-3 thru E-5 have the most problems

- MAJCOMs submitted ideas to help elevate the problems

Tasked:  The IPT group was tasked to review the MAJCOM issues suggesting improvements.  Our Group was also to review the suggestions that have been developed and considered by the IPT and provide feedback based on our experience to Ms Rivers’ to take back to AF/DP.

We supported the following IPT proposals:

-  Get OSD personal financial management course on the AF Web-Site.  (AF Crossroads has 

    financial page with this currently on it)

-  Start providing SGLI/Private insurance education to BMTS & Technical Schools

-  Require financial screening prior to deployment

-  Commander’s review financial situation prior to Advance PCS pay

We differed with the IPT on the following proposals:

-  Utility allowance adjustment for high utility area during peak periods

    --  IPT: Did not support proposal because annual review already was done

    --  Group recommendation: Review more frequently than annually

-  Reverse policy of discontinuing BAS for members on remote assignments

    --  IPT:  Supported this proposal

    --  Group:  Felt this would be double dipping, if meal cards are issued, BAS should not be       

         authorized - not fair to those on meal card

-  Distribute initial bonus in increments

    --  IPT:  Did not support (recruiting strategy)

    --  Group:  Supported.  ANG and Reserves already distribute the bonus in payments and 

         we should all do it the same

-  Require members in BMTS to develop financial plan

    --  IPT:  Did not support

    --  Group:  Support…waiting until FTAC is too late, some technical schools are nine 

         months long, too long

Our group also wanted to make an important closing point - we would strongly support a proposal that provides more funding for the placement of more PFMs at each location.  We felt the current PFMP manning is inadequate at many stations and the need for more PFMs outweighed the costs.

CFM Comments:  This was another great opportunity for Air Staff to tap into the first sergeant experience in an area you all are directly involved in everyday.  These issues are currently being addressed at the AF/CAIB.      

Status:  CLOSED

Issue Group 9 Air National Guard Issues

Group Leader: SMSgt Usry

Task

    - Discuss ANG related issues

    - Make recommendations to ANG/CCC

CFM Comments:  This issues group was simply additional time for the ANG breakout.  No report was given to the overall conference.

Status: CLOSED

Issue Group 10 – Total Force Integration Issues 

Group Leader: SMSgt Ronn Greengas

Task

    - Review issues related to active, guard and reserve forces working together

- Report main points and recommendations to the conference

Report:  A trained first sergeant is a trained first sergeant.  We need to increase component education at the first sergeant academies.  We need to use the web site to communicate between components.  Trip reports and other shared experiences are important ways of communicating concerns and lessons learned.  Our base first sergeant councils should look for opportunities to include ANG and AFR first sergeants in their activities.  Active duty bases should consider using ARC first sergeants to fill vacancies, especially during deployments.  First sergeants should be aware of the need to work as a Total Force team and support the needs of people in all components.

CFM Comments:  This is an area where we have seen significant improvement in just the past few years.  One of the reasons is because more than ever, we train together, deploy together and meet together to work issues.  As first sergeants we are uniquely positioned to strengthen the relationship between the different components.  I think we are on the right track and expect that the compatibility of the components will only continue to increase. 

Status:  CLOSED 

Miscellaneous Action Items Raised During Conference

Question – Recently our public heath clinic met with our first sergeant council with a proposal to  

                  install condom machines in dormitories.  The rational was that STD’s were on the rise 

                  across the AF and that airman had expressed embarrassment at purchasing them in  

                  stores. Is this a problem AF-wide?  Are STDs on the rise?  Is putting condom machines 

                  in the dorms the answer?  (Eglin AFB)

CFM/OPR Comments – I spoke with Chief Bayliss from AF/SG, who told me that similar things 

                  have been done in the past.  He said that at one base in the 90’s “they had fish bowls of 

                  condoms near the first sergeant’s office, as well as in the community centers, dorms and 

                  even in the dining facility.  Some criticism from the chaplains, but the Wing/CC blessed 

                  and supported it…believed we had a reduction in STDs and pregnancies 

                  associated.....but it wasn't just because of the free condoms.  We educated in site visits  

                  and at airmen orientations.  Great support from the First Sgt community.”  Bottom line, 

                  this is a local issue.  Condoms are a common sundry item and you can probably get them 

                  for free from your preventative medicine folks if you chose to pursue it.  While there are 

                  differing opinions on this kind of thing, for what it’s worth, mine is that if we have 

                  young adults in our dorms who are suddenly looking around for a condom late at night, 

                  considering the most likely alternative, I’d prefer they found one.  Again, this is clearly  

                  for each unit or base to decide.  

Status – CLOSED

Question – Will the HYT Program for SMSgt’s and MSgt’s be extended? (Andrews AFB)

CFM/OPR Comments – According to AF/DP, rather than reinstituting the HYT extension 

                  program each year, they are rolling it into a permanent process that will be covered in 

                  their next AFI to be released soon.  So the basic answer is yes, the program is continuing 

                  but now as a normal part of our personnel management system.  Since a lot of questions 

                  come up on this let me give you a brief rundown of how it works.  You go to the MPF to 

                  process the request.  Your Wing/CC or equivalent approves it or disapproves it.  If the 

                  extension is for one year and the Wing/CC concurs, that is all that is required – 

                  you are extended.  If the extension is for more than one year, then AFPC will have to 

                  approve it.  Requests for one to two years are sometimes approved with strong 

                  justification.  

                  The other time HYT waivers become an issue is for initial entry into our 

                  career field.  This is a different thing since what we are waiving is the requirement to 

                  have three years until HYT to enter the career field, versus giving the person an HYT 

                  extension.  In general, waivers of six months or so have been approved, while those for 

                  more than a year have not.  There are a lot of things that go into granting them, such as 

                  the person’s assignment status and the CCM’s recommendation is key.  I just wanted you   

                  to know so when you speak with prospective first sergeants, you know the deal.  We     

                  aren’t looking to get a bunch of people approaching HYT in from other career fields, but                                

                  in individual cases, if we can still get over two years, maybe more out of them, and it                         

                  works for us, we'll look at it.  

Status – CLOSED

Question – Family Care, can we finally get it fixed?!

CFM/OPR Comments – No, I’m sorry to say.  Not for a while anyway.  This is an area in which 

                  first sergeants have expressed a great deal of frustration.  Many of you have worked 

                  very hard drafting a better, more first sergeant friendly AFI and we have submitted it to 

                  the OPRs.  However, there is no plan to rewrite the AFI any time soon and with the war 

                  on I don’t see this happening for some time.  The OPRs are simply working on more 

                  urgent, ‘win the war’ kind of tasks right now.  I realize this comes as a tough blow to 

                  those who put so much time and effort into improving the process and to those who 

                  counted on the improvements being implemented.  There is nothing I can say except that 

                  the work done still exists and some time in the future there will be a rewrite and this 

                  information will be resubmitted to the OPRs in the hopes that the next version of this 

                  program will be more like what we feel would be most effective.  I’m sorry that this has 

                  gone the way it has.  

Status – CLOSED until next rewrite (date unknown)

Final comments on the conference - This was the seventh worldwide first sergeants conference.  In just these few years this event has developed into a continuing ‘conversation’ between our unit level enlisted leaders and our AF leadership and important program managers.  Our developing MAJCOM first sergeant conferences add depth and detail to this ongoing conversation.  In some cases, the recommendations of our conferences have changed the way the AF does business.  In other cases, they have not, but even when they haven’t, they have at least served to raise our issues and concerns to the highest levels.   We’ve put things on the table.  This is all good stuff. 

________________________________________________________                             ______  _
WHEN GOOD AIRMEN GO BAD

By Master Sergeant Roy T. Blanco, 30th Operations Group First Sergeant

Is it just me or is it becoming common conversation the past several years to talk about how today’s new airmen just don’t measure up?  Well, I can tell you over the past three and a half years as a first sergeant, I have a few ideas on the subject.  First of all let me share some things I’ve heard from “around the block.”

“What are those people in basic training doing now, being kinder and gentler?”

 “Why did the tech school send us this problem child?” 

“They’re letting anyone in the Air Force these days.”

Sound familiar?  From first-hand experience, I can tell you all that the issue at hand isn’t about the “new breed” of airman…it’s about the “new breed” of leader.  In an environment of striving for political correctness and human ‘dignity’ we’ve lost sight of the art of leadership.

While we may have a higher educated force than years past, we also have higher promotion rates and in some instances, we have airmen becoming NCOs very early in their careers.  We see airmen being placed in supervisory roles above their friends and having a hard time making the personal and professional distinction.

Leading troops has always been challenging, but it seems if we have anything other than a model subordinate, it’s easier to get rid of them than to take on the challenge of turning a wayward troop in the right direction.  The solutions I feel are simple.  First line supervisors must first eliminate the attitude that produces statements such as -

“Don’t call me sir, I work for a living.”

“You know all that stuff you learned in basic and tech school?  Well, forget it!  This is how we do things here.”

“Don’t bother calling me Sergeant Brown, just call me Bob.”

Next, we have to lead by our actions.  Simple things like not correcting uniform discrepancies and not standing when your commander enters the room are examples.  Personally, I am insulted by the “Don’t call me sir…” comment.  Do we not use sir and ma’am as a general term of respect in our everyday lives?  Disregarding our basic customs and courtesies by calling supervisors by their first names and discounting the basic military standards we teach are an insult to the military institution we serve.

As leaders we must continue to hold ourselves accountable for our troops.  We only need to look in the mirror to find some of the blame for why good airmen go bad.  Taking responsibility and a sincere interest for our troops welfare is a basic tenet of our leadership roles.  This doesn’t mean kissing anyone’s butt to stay in the service.  It means developing not only good airmen, but good citizens as well.  Helping our troops make informed decisions about their career and their lives.  Of course we want to retain our good troops, but we have to understand the military is not for everyone.  So why not make sure our troops make informed decisions and encourage them to take advantage of every opportunity that comes their way?  

Remember the challenge is not supervising the super troop, the challenge is to develop the mediocre or “bad” troop into a productive member of the Air Force and member of society.  If you’re a new supervisor be proactive and talk to your SNCOs and senior officers, read up on leadership and experiment with different techniques and develop your own style.  Be able to say to yourself, you gave 110% to your subordinates.  Bottom line:  Exhaust all your resources before you go blaming someone else for your “problem child”.   I know a few Chiefs with Article 15s in their past and they say without a doubt solid leadership and a little TLC brought them to the top of their profession.
________________________________________________________________________
As always, we solicit articles and other items from the field for inclusion in the First Sergeant Journal.  It’s always best if you route your submissions through your Command Chief Master Sergeant.  Send submissions or comments on this Journal to michael.gilbert@pentagon.af.mil
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