Home Station Continuing Education

Item 1.3 Roles and Responsibilities of the First Sergeant
The following information is provided as a read along product that supports the corresponding power point presentation.  

Introduction:  Slide One

•The Wing Commander has an overall responsibility for the readiness of his or her enlisted personnel.  In addition to being technically prepared to deploy, there are numerous personnel programs within the Air National Guard which are designed to ensure that our enlisted personnel are simply “ready” to deploy in support of their war-time mission.  Family Care, Awards and Decorations, Fitness, and Weight Management are all examples of personnel programs that affect readiness.  The first sergeants assigned to your installation have a responsibility both to their individual units, and to the wing as a whole, to ensure that our enlisted personnel are ready to deploy in support of wing (or installation) missions. This briefing is intended to provide an overview of the first sergeants responsibilities and how these duties impact mission readiness.  It also recommended that individual councils provide or present this information to their unit leadership.  


•  Transition:  In order to accomplish our objective, which is to provide you with the information necessary to improve your installation’s readiness, there are several main points to cover: 

Slide Two – Overview

Slide Three – Extension of the Commander

•Commander’s Voice:  A First Sergeant is the personal representative of the Commander for all issues that affect the enlisted force.  They are the critical link in providing the Commander with a mission-ready enlisted force.  While the operations Chief, superintendents, and supervisors are responsible for ensuring operational oversight and exercise specific supervision over assigned enlisted personnel, the first sergeant is responsible for ensuring that the unit members as a whole, are ready to deploy.  A first sergeant derives their authority from the unit Commander. Note:  Specifically, the “G” series order or state equivalent that appoints the Commander. 

• Commander’s Eyes and Ears:  They are responsible for providing sound advice to the Commander on issues concerning the enlisted force.  Health (fitness), morale and esprit de corps, (unit functions, awards, ops-tempo, status of training, etc), discipline (instruction on military subjects,  drill, wear of the uniform, adverse actions), mentoring (counseling, general communications, enlisted feedback program, etc), recognition (OAY, state and federal awards), PME (in-residence when possible), and career progression (training, PME, integrity in the promotion system).  This doesn’t mean that they actually accomplish these items, they instead (with the Commander’s authority) view the squadron from a “macro” perspective, acting as the Commander’s eyes and ears.

•  Seamless Communications:  This refers to the First Sergeant’s ability to act as your voice, and as the enlisted voice, and includes the need for the First Sergeant to communicate, and work closely with, support agencies.  This also should include the first sergeants responsibility to communicate regularly with other enlisted leaders within the unit.  The enlisted leadership within an organization should work together for the betterment of the unit.  This requires a team mentality that of course requires regular communication.   

Slide Four – Mission Readiness

•Mentally and Physically Prepared:  Ensure that the enlisted force is motivated, fit, ready to go, confident, and free of distractions.  First Sergeants do this through monitoring personnel programs such as family care, physical fitness, awards and decorations, etc.  They also counsel members on the importance of their military obligation, on personal problems, and they address the esprit de corps of the individual and the unit by concentrating their efforts on creating a “team”.  Congratulations letters, phone calls, participation in unit functions (dining-ins, retirement dinners, etc), instruction on military subjects, etc. are all examples of how a first sergeant molds the esprit de corps of a unit.   

•  Trained and Qualified:  Remembering that the first sergeant views the unit from a macro-perspective, it is still a supervisor and training manager responsibility to ensure that members accomplish specialty training in a timely manner, with an emphasis on quality training (meaning that the training is appropriate).  Within a Reserve Component, where training is such a large part of our focus, the first sergeant should advise a commander on the status of training.  They do this by visiting work sites, reviewing the OJT roster, and by talking with members, supervisors, and training managers.

•  Family Needs are Met:   When we deploy, our minds need to be focused on the mission at hand.  Most personal problems that occur when we are deployed involve a member’s family.  In addition to the family care program, the first sergeant plays a pivotal role in ensuring that the family needs of enlisted members are met.  Through communicating with the member, providing guidance, and through the use of referral agencies the first sergeant helps ensure that our personnel can focus on their assigned mission. 

Transition:  One of the primary means by which a first sergeant ensures that enlisted personnel are mission ready is by acting as an advisor to the Commander.  First sergeants should not be managing all of these programs, they should however, have a good understanding of the squadron/installation process and the impact that it is having on the enlisted people assigned.  While attending the academy, first sergeants receive instruction in numerous areas that affect the enlisted force, a few of which are shown on this slide. 

Slide Five – Advisor to the Commander

•  Promotions:  Are promotions being accomplished correctly, with an emphasis on a members potential to accept greater responsibility, or are we promoting personnel based on minimum requirements and time in service only?  Are we manipulating the manning document in order to promote someone, and then later paying the price when we are top heavy and promotions are stalled for long periods of time?  The intent is to improve mission readiness by ensuring we have the right people at the appropriate levels of responsibility; this means promoting the right people.  This of course affects morale, which in turn affects our retention.

•  Recognition Programs and Awards and Decorations:  Are we recognizing personnel for performance that is above and beyond?  Are members submitted for OAY? Are units submitted for outstanding unit awards?  Are personnel submitted for state and federal awards based on their individual performance, not just when the wing passes an ORI or takes part in AEF?  Recognition directly affects the esprit de corps, moral, and retention within an organization.  The intent is to enhance mission readiness by maintaining a high level of morale throughout the organization.  This is accomplished by recognizing members for the good work that they do.    This of course affects morale, which in turn affects our retention.

•Fitness:  Morale is adversely affected when we manage programs improperly, infrequently, or with a lack of uniformity. First Sergeants receive training by functional experts on how the new fitness program is supposed to be implemented.  The program should be managed consistently throughout the wing, with an emphasis on helping the member attain and maintain the standard prescribed in the governing instruction.  The intent is to enhance mission readiness by promoting fitness in a way that helps our members control their weight/body fat level through a healthy lifestyle.

•  Family Care: (AFI 36-2908) is a Commander / First Sergeant responsibility.  This goes beyond simply keeping required forms on file; it includes ensuring all members understand their responsibilities in regards to family care; that they actually take the time to develop a plan, and that they smoothly and rapidly transfer responsibilities when required to perform military duty (UTA also).  When distracters are alleviated, then the mind is free to concentrate on the mission at hand.  

•  PME:  First sergeants should be one of the primary promoters (at the unit level) of enlisted professional development.  The main way by which the Air Force ensures that enlisted personnel develop professionally is through PME.  First sergeants should promote attendance of in-residence PME courses, along with timely completion of the alternative correspondence courses.  The First Sergeant advises the Commander of the squadron’s status in regards to PME.  The intent is NOT to complete a minimum requirement for promotion, although failure to complete PME is a leading cause for denial of promotions; rather the intent is to ensure that our airmen, NCO’s and SNCO’s have the appropriate level of professional development commensurate with their rank.

•Force Management:  This involves the life cycle of the individual and the individual’s section.  It involves planning for the future.  It involves recruiting (UMD vacancies, organizing recruiting trips), training (specialty, ancillary, PME, and PCE), utilization (in support of their war time mission (training)), sustainment (recognition programs and awards and decs), and finally replacement (voluntary and involuntary separations: ETS, voluntary retirements, and selective retention (ANG) or High Year Tenure (AFRC)).  Managing our force properly means that not everyone can re-enlist or extend.  Membership is a privilege, not an inherent right; although it is understood that manning levels may have an impact on how we manage our force.  The intent is to improve mission readiness by managing our force properly. 

•  Selective Retention (ANG):  Selective retention should revolve around proper force management.  Again, we are looking at the life cycle of the individual and the section. What is the force management plan for a specific section?  Do we have personnel at all levels of the life cycle, are personnel ready to move up?  Includes open and honest communication with the individual and the section.  This also ties into re-enlistments and extensions.  The first sergeant should be a principle advisor during the selective retention process.  In addition to how the program should be viewed and implemented, first sergeants also receive training on the specific requirements of the program include deadlines, appointment to the board and the members rights as stated in the ANGI.  The intent is to improve mission readiness by maintaining a force that is a balance of youth and experience.     

•Note:  The first sergeant’s responsibility to provide sound advice to the Commander (on these programs as well as others), comes down to doing the right thing.  The First Sergeant should be able to provide the Commander with sound council on what the “right thing” actually is.  This slide covers only a portion of the programs and simply places emphasis on some of the more important programs.  

Slide Six – Maintaining Discipline and Standards

Whereas the previous slide centered on the first sergeants role as advisor on personnel programs, this slide centers on those areas that are critical in maintaining good order and discipline.   

•  Providing Guidance:  

•  Leadership:  First Sergeants are tasked with mentoring enlisted personnel, including other Senior NCO’s, to be leaders.  This involves counseling, mentoring, and leadership by example.  This influences mission readiness by preparing personnel for positions of increased responsibility, while ensuring that those personnel already in leadership positions exercise good leadership and management qualities.  

•  Military Courtesy:  A First Sergeant is the front line in enforcing military courtesies.  Ensuring that personnel render proper respect to personnel appointed above them, to the flag, etc.

•  Dress and Appearance:  Proper wear of the uniform affects a unit’s morale.  Emphasis is on ensuring members meet minimum standards.  If personnel are permitted to slide below standards, personnel who exceed standards are less likely to continue exceeding standards.  There is no incentive for exceeding standards if personnel aren’t held accountable.  This area also includes recognizing personnel for exceeding standards.  Again, we are speaking of an incentive to exceed standards.  

•Corrects “conduct prejudicial to good order and discipline”:  This is a tough job but we have to do it.  What we are talking about is maintaining a standard of discipline that helps ensure mission readiness.  First Sergeants are trained on the different levels of discipline:  

•  Preventive:  Education.  The more time we spend here the less time we have to spend in the other two areas. 

•  Corrective:  Administrative Actions for minor infractions.  Letters of Admonition, Counseling, 

and Reprimand; administrative demotions and even administrative discharges.

•  Punitive:  Punishment; including Article 15 and Court Martial proceedings.  Training includes Manual of Courts-Martial (MCM) and the State Code(s) of Military Justice (SCMJ)

In addition to the different levels of discipline, first sergeants are trained on when it is appropriate to use each level.  An emphasis on utilizing the base legal office is interwoven into the lesson.  First sergeants should be the principle advisor to both the Commander, and the supervisors, on issues involving maintenance of discipline.  A First Sergeant is supposed to be your resident expert.  Maintaining good order and discipline directly affects readiness by ensuring that members maintain standards.  It improves the performance of those personnel failing to meet standards by providing accountability; while at the same time ensuring ALL personnel are treated fairly and equitably.  The first sergeant also has a responsibility to ensure that the member’s rights are protected.  This comes down to doing the right thing.  The first sergeant has a responsibility to do the right thing, for the unit, and for the unit member.
Slide Seven – Quality Force Review

A good many of our morale problems fall in this area.  Our troops know when we don’t do the right thing and not doing the right thing will always come back to haunt us.  (promotions, job assignments, etc.)

• Awards and Decs and Promotions:  We must recognize the right people for the right reasons.  This applies to awards & dec’s, promotions, job assignments, etc. 

• Performance Feedback:  First Sergeants are not trained in a specific feedback program, but rather on how to use feedback and counseling to enhance performance. This includes establishing a “helping” environment that teaches the member to solve their own problems; and documenting through the use of MFR’s, LOC’s etc.  This in turn can be used to show how a member has improved, or may also be used to show a member where they have fallen short and are subsequently denied promotion, position, or even re-enlistment. 

•  Unsat Participation:  First Sergeants are traditionally responsible for managing the unsat participation program.  This comes from the fact that it is a disciplinary issue.  

•  Timely processing:  Doing the right thing slowly can backfire and actually hurt morale (extremely late awards, retirement awards that are accomplished after the member is gone, etc). Ensuring admin actions are accomplished in a timely manner also applies to administrative actions such as unsat participation, demotions,  reprimands, etc.  Sometimes these actions are as much for the enlisted corps as it is for the member on the receiving end.  These actions function as a deterrent.  Don’t send the message that you don’t enforce standards; it tends to make the people who are exceeding standards slack off.  Utilize the First Sergeant’s training and judgment to address disciplinary issues.

Slide Eight – General Supervision

•Exercise general supervision over all assigned enlisted personnel:

• Next to the unit commander’s role, it doesn’t get much bigger than this.  It is the extension of the Commander’s authority (through the G-series order or state equivalent) that permits a first sergeant to assume this responsibility. The first sergeant does this by the authority vested in their position, not just their rank.

•  In all of the areas we have covered so far, the First Sergeant and the supervisor have a responsibility to communicate with each other.  The First Sergeant should be able to provide guidance to the supervisor on numerous personnel issues, and the supervisor should utilize the first sergeant for expertise in these areas.  The first sergeant should use the supervisor in a way that ensures that supervisor remains a key player in the leadership and management of his or her section.  The first sergeant is NOT everyone’s front line supervisor.  The key here is to establish an environment where the first sergeant and the supervisor work well together, not in spite of each other.  This means the Commander has to ensure that their members are aware of the First Sergeant’s responsibilities and their authority.  It also means that the Commander and all key enlisted leaders (Chief(s), First Sergeant, Superintendents, & Supervisors understand leadership dynamics.  In other words, they understand how to operate as a TEAM.  

•General Supervision refers to the first sergeants role in operating from a “macro” perspective.  This does not in any way take away from any other key enlisted leaders responsibility for “specific supervision”.  

•To do these things we’ve spoken about thus far, the first sergeant must regularly visit enlisted members in their work areas; communicate with supervisors, and monitor programs from a “macro” perspective.  If they do not, or are prevented from doing so, it becomes increasingly difficult for them to fulfill their responsibilities to the Commander and the enlisted corps.

Slide Nine - Mobilization

•Prior to Mobilization:  Preparing ourselves, as well as ensuring that our troops are prepared for mobilization is a part of the process of alleviating distractors.

•  Deploying First Sergeants:  We train first sergeants to take care of people, both at home station and while deployed.  These are the people we must send to take care of people when deployed.   The first sergeants responsibilities during a deployment are broken down into three main areas: 

-    Pre-deployment: Includes all of the personnel issues that need to be addressed prior to deployment ie. Pre-certification of pay, Government Travel Card, billeting, sanitation, recreational opportunities, support agencies to include medical, pay, MWR, etc.  Also covers the need for a first sergeant to be placed on the advon team.  In addition to focusing on the deployed location, the first sergeant works diligently during this phase to keep families informed and to try and proactively address any potential family related problems.  

-    Employment:  Transportation upon arrival, In-Processing, billeting, transporting baggage, accountability of personnel, emergency procedures etc.  Once the personnel have arrived at the deployed location and have been in-processed and billeted, the first sergeants responsibilities turn towards sustainment of the deployed force.   

-    Re-Deployment:  Troop accountability, transportation; out-processing; billeting turn in, trip reports, home station issues, Government Travel Card, etc. 

First Sergeants should be deploying on the advon team (Rep from Ops; and 1stSgt for personnel).  Sending someone other than the first sergeant can adversely affect morale.  This happens because personnel issues aren’t taken care of.

Slide Ten – Full Time Commitment

•Full-time commitment/mindset:  The instruction states that first sergeants are on call 24 hours a day, subsequently the position requires a high level of initiative, dedication, and motivation.  While it is understood that a first sergeant who is a member of a Reserve Component can not be “on-call” 24/7, our Guard and Reserve First Sergeants “must” carry a 24/7 mindset and must try to be available to the greatest extent possible.  This means you must have a plan for communications.  

•  What is the Plan:  To communicate effectively, personnel employed at the base Monday through Friday must be aware of the first sergeant’s role and how to contact him or her.  Required action taken may actually be accomplished by personnel at the installation (just like active duty first sergeants might utilize their orderly room), or it may require that the first sergeant come in and deal with it personally.  Regardless, because of the expertise that a first sergeant possesses in the area of personnel management, it is imperative that we develop a plan for effective communication. First Sergeants must be included in the information loop.  

Do full-time personnel understand the role of the first sergeant and what items should be forwarded to him or her?  Does the First Sergeant help with the communication process by calling the base frequently? Do they have the tools necessary to communicate effectively?  These are questions that need to be asked when developing a plan for effective communication.  

•Keep the First Sergeant Informed:  The first sergeant must stay informed of ALL actions involving the enlisted force.  As stated in the first sergeant AFI, “the first sergeant…exercises general supervision over all assigned enlisted personnel”, this gives them the right to be involved, and also the right to be informed of all actions.  This is imperative if the first sergeant is going to be an effective advisor to the commander. 

Summary Slide

