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MEMORANDUM FOR SEE DISTRIBUTION 

SUBJECT:  Officer and NCO Rating Philosophy - Command Policy Memorandum #12

1.  Purpose:  As your rater/senior rater, I understand the very important responsibility I have in shaping your future in the Army.  The Army expects me to identify those leaders that will lead our soldiers in the future.  This is a task that I take very seriously, and I carefully select every word I place on an NCOER/OER.  In an Army full of great leaders, it is hard to determine the absolute best of the best.  By understanding my philosophy, you should feel empowered to perform your duties and take care of soldiers, confident that I will make the right decisions for the Army and with your best interests in mind.  I will work very hard to earn your trust that I do not take this responsibility lightly.

2.  The Block:  I will use my senior rating to identify those outstanding officers/NCOs who have demonstrated through performance the potential to go to the very top of their career fields.  I will also use my senior rating to identify those officers/NCOs that have demonstrated they are not professional enough to continue leading soldiers.  To accomplish this fairly I also count on feedback from the CSM, Battery Commanders and 1SGs.  

a.  The Very Best of the Best:  Accordingly, I reserve the above center of mass (ACOM) for officers and the "excellence"/"among the best"/ "1 - successful" for NCOs who have demonstrated their professionalism/ competency and should be promoted early with clear potential for future advancement at the highest levels in this profession.  

b.  Outstanding Performance, but Not Among the Very Best:  I will give a center of mass (COM) for officers and the "success"/"fully capable"/ "2-3 successful" for NCOs who are performing in an outstanding manner and who appear to be on the way to developing a reputation for service at the Army's top leadership levels, but who have not yet clearly shown themselves as being ready for early promotion and leadership at the most senior levels.  

c.  Moderate Performance:  I will use the below center of mass (BCOM) for officers and the "needs some/much improvement"/"marginal"/"4-5 fair or poor" for NCOs who are not giving the soldiers of our unit the leadership they deserve, and are not fulfilling the responsibilities of their rank.

3.  The Narrative / Bullets:  The narrative or bullets I write on your OER/NCOER is directed to board members.  You should anticipate board members having only a few brief moments to spend with each board packet.  Therefore, selecting the perfect words is critical.  I will not fill up the entire block on OERs, using normally four or five lines to address your potential for promotion, command, schooling, and assignments.  Similarly, NCOERs will address the promotion, command, schooling, and assignment potential, 
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yet in bulletized form.  Where appropriate, I will quantify your performance/potential, e.g. "among the top three of 14", or "best of three".  I will write bullet phrases in the "active voice" and avoid "flowery" phrases.  I have only a few seconds to capture your potential to the board, so words can't be wasted.

4.  Counseling:  Counseling takes many forms (written and unwritten), and I will accomplish this task.  Raters will assist me in this effort.  For OERs/NCOERs going to the Assistant Division Commander (ADC), I will clearly articulate who I feel is the best of the best.  I will also share this information with the rated Officer/NCO.  I expect raters to do the same for me.  Platoon Leaders/Sergeants will quantify squad leaders and section sergeants, and Battery Commanders/1SGs will quantify Platoon Sergeants and Platoon Leaders.  Written counseling at this point is important, with each rated officer and NCO acknowledging this counseling of where they stand and why.

5.  Rules of Engagement / Tips for Success:  

· Since you are an officer/NCO in the United States Army, I assume that you possess flawless integrity, you are physically fit, and are technically and tactically competent until you demonstrate otherwise.

· Communicate to your boss and your subordinates.  No one tells your story better than you.  It is important to let your boss see you, and that he/she knows what you are about.  Not asking for "butt kissers" here, but open dialog to ensure we "see" and "are seen".  Keep your soldiers and your families informed ! ! !

· Amazingly, every leader thinks they are great leaders, trainers, and care providers.  Some are, some aren't.  Which are you ?  Taking care of soldiers means challenging them daily, and placing their problems ahead of your own.  It also means you are capable of accomplishing the tough missions, regardless of limited resources or other challenges.

· Be Loyal to the unit.  You are either part of the problem or part of the solution.  Those that speak poorly of their unit are always part of the problem.

· Be Innovative, Build Teamwork, and Train for War.  Use time wisely.  Our battalion is technically and tactically demanding.  It takes quality training to remain proficient in the basics; harder work to perform at the top levels.  Readiness is the cornerstone of our profession and I will look at this very hard in evaluating your performance.

· Don't be afraid to lead from the front and make a difference in your unit.  Mistakes are usually made by those that are out making a difference.  Cowards and non-movers and shakers rarely make mistakes; they are too busy doing nothing or the minimum.

· When in charge, take charge.  Never pass a wrong.  Soldiers enjoy being challenged and love to be led by competent leaders - they don't need another cool buddy.  Issue orders in your name; don't hide behind mine.  

· What are you doing to make your Task Force / Brigade a better unit ?  Educate them on Air Defense, early warning, passive and active measures to defeat the threats, and the existing threats on the battlefield.

2

AFYB-ADA-CO (310-2d)






      24 JUN 02

SUBJECT:  Officer and NCO Rating Philosophy - Command Policy Memorandum #12





6.  Batteries will maintain a copy of this policy memorandum on their unit bulletin boards.

                          "STRIKE FIRST"

WILLIAM E. BALES
LTC, AD
Commanding
Distribution:

A
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