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HEADQUARTERS
i : : et : DEPARTMENT OF THE ARMY
g Cnepmd Ge Cowe Re . . Office of Personnel Operations

EPADE . ; A s Ce U TR e u

. SUBJECT: Staff Study, Command Sergeants Major Program

1. PROBLEM. To improve tha caliber and effectiveness of Serpeants .

Hajnr occupying the top enlisted positions in tnﬁ major commands of the | "
Army. ' b
2. FACTS BEARING ON THE PROBLEM, i
a. There are 24 major commands in the US Army; DA, COMNARC, k
ARADCOM, CDC, AMC, STRICOM, STRATCCM, ASA, Intelligence Command, MIW,
. five CONUS armies, saven major cversea commands, and two oversea armies.
.. Additionally, there are 25 other larpe commands; US Army Ryukyu Command,
five Corps, two Field Forees, and 17 Divisions. Each of these 49 com= ol :
mands i authorized a command Setgen it Major [SGMJ. L e T
b, Sergeants Major ave selected for assigmment to the ﬁﬂ': ; oy XL
h!‘.ghnr coomands of the &m)r by the following methﬂda. e R R Y
. (1) OPO-EPD numinntu several SGMs from which one is N
3 selanted by the command. . -
L ey Ey-name tequests to QIO-EPD from the commander. 5 i
{3} TFilling the vacanecy from resources within the command.’ ._ .
(4} Normal requisitioning processes. ; e i%f‘ _
¢c. There are 78 MOS in which an NOO can become & Serpeant e _;'fx
Major. 1In the 24 major commands of the Army, 17 of the command -5QMs S ;

are assigned in MOS 71L50, Administrative Specialist. In the 25 other
large commands, only one 71L50 is occupying a command SGM puiir.inn. . The
remaining Eﬂdi pnsaau cumha': amg or r.echni.cal HDS. G Lot
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N b. Duties of a Sexpoant Major

3, DISCUSSTION.

a. JThe Serpeant Major Position

Paragraph 25, AR 600-20 defines the position of Sergeant
Hajor as follows!

“This is the position title that designates the senior
enlisted position on the stafle of various commanders. In
keeping with the trust, confidence, responsibility and auth-
ority bestowed upon this function, the sergeant major ehould
ba considered as a key staff member ¥ w ® * it is-
from the sergeant major of a major unit or installation bh&t'
the activities of the local NCO channel emanate.,“

(1) DA has nmot prescribed specific duties for Serpeants
Major other than the dutics inherent in the above definition. This is -
appropriate, since specific duties vary with the nature and level of thﬂ
commanc and. fall within the province of the individual commander.

(2} Basic guxde;incs on the duties of SGMs wust be as= .’
tablished so that comparisons can be made, Discusslons with officars
and NCOs, perusal of published inmstructions, and consideration of the
traditional tasks of S0Ms have produced the following:

{a) The Sergeant Major must be concerned in the thingj'r_'

that concern his commander, such as operations, training, administration,
supply, maintenance, and morale. To carry out his role as chief enlisted
advisor to the commander, he must have first hand knowledge of what tran—
spires in the command with respect to these areas of interest, This re-
quires frequent visits to the lower echelons of the command. ;

(b) He should, by means of the NCO channel of communi= '
cation, accomplish routine but important tasks and responsibilities defxned
by the commander.

feld 4s a key scaff member, he accompanies his commander
to subordinate units, and tekes an active part in such stafif visits.

{(d) As the senicr NCO of the command, he works closely
win1 other NCOs and EM of the command, keeps his Ffinger on the enlisted.
pulsa. and makai rnnnmmendatian& tu thn cnmmandar whan raquirad. I
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cecupied by the finest soldier in the command based on expericnce, '
dedication and professicnalism. These gualities should earn for him -« 7, «-.
" the respect of his commander, his commander's staff, subordinate com— - '
manders and their staffs, and the other NCOs and EM of the command.
. Unless such respect E.xists, the Sargeant H&Jur‘s affectwanesn will ba . ..
: limited. _ E
T (2) Discussion with both officers and EM of variocus
ey grac.aa have prndur.-ad th:asa desired qual:.fi:at.inns fnr Sargmt:n Hajnr. :

_.'| HER . iy i .y I‘

. B {a} Exp&r:.en:e.. b,

Ll Cowmbat service.

_eluding cuzrent short—tour service, - _ :: sl

s, B B 2 Extensive ‘troop ducy.

1 : (b} 'Dedication: e e 8 TN
. Ll The desire to serve with troaps..
2 A genuine concern for the men of the command,

a willingness to help them with their preblems, and the tana.c:’.t.)r. diplamu}r
a.nd undaratmding necessary to rasol.\ra sueh pmblemi. ; : ; _ o

-3 Sharing the expf.riances uf '.‘.ha men in thﬁ m&nd

S e

” : ' oo {nJ' Emmnainnalism. . e S b i

, "l L s '1 Marked leadership qualities. .

{1) The position of Sergeant Major demands that it be

2 Service :'m sew.rul areas of the world, in- e

b:-rth dur:..ng .a.m'l a.ftar nnml duty bours,. . - S LT P o

i ': L Fina appearance and besring, .. . - e ::' :_-rl"-f:-’ .

NE

i:
¥
3

i

. :'1 I'i.-.' I . - x B 5 " -
3 A continual search for knowledge whinh will
Vi anai‘.n: lu.m .‘..n panorming h;.s Job n.mi sewing his mmmand. g : ;
¢ iy 3 ﬂ $ i I-o_vn.l::y ar.d honaut;-,r --'.' huth up and dmm r.h.e 11.::;.
o b o . L b - g o ; 5 i
. : g : B ',?-'-"1 g
--.i. I
. . v, ¢ T o [
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5 The courage to stand up and Light for what he
believes is rigat. o

L Demonstrated ability to do what the troops do,
cumme15h.ata with his age and physical condition.

2 The ability to separate fact from fiction.

i £ The ability to function effectively in his
" own rnnk without resorting to "wearing Che rank of his commander."

d. A 1 4 Commna 5 Major

: (1) The SCMs of the major comwands listed in para 2a above,;ﬁ
must be the cream of tha SGMs of the Army, Their selection should ba :
based upon the above-listed qualifications plus other cansid&ratxnns per—
- tinent fo the high level of the 45515nment. such as: - .

.{a) Family acceptabilicy in such an environment. '

- . (b) 4bility to represent the command in thé community :
"with tact and diplomacy, ;o P _ -, S

RS + (2) S5GMs assignad to these top level commands lhﬂuld repre= ;;
", sent the upper-four percent of all SGMs in the Armmy. 2

¢. Shortcomings in Command Sevgeants Majox

{l) As stated above, Sergeants Major must be the finest

- . soldiers in cheir commands from the standpointe of experience, dedication,

", have been successful in approaching this objective, the records of Z1 major °

and professionalism. In an attempt to datearmine if our selection methods
.. command Sergeants Major were screened against the qualifications listed %
© . in para 3c and, in some cases compared with the records of Corps and

7 Division Sergeants Major. Since record sereening cannot produce wvalid

- data in the more abstract aspects of dedication and professionalism, the
measurable qualities of pnrformanca nf duty and mntivatian ara Eubﬁtitutﬁd

- . therefor, E o " . ,rgi""'

{2) Records of the 21 ma;ur cnmmand incumbents indicate - .~
the following shortcomings: A B s

(a) Bxperience: Ll G Maw LAy

! . 1 8 of tha 21 S5GMs have never had a short tnu:.hx
other than World Hh:III and Knrea service. ﬁ othnrn hnvn not had Ehnrt
tours iinca 1955. “,;t”j'_ﬁﬁu £ “__{J_i j{ T :

4
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SN POR OFFICIAL USE ONLY 310
: : POR OFFICIAL VS ONLY.

This file downloaded from http://www.ncohistory.com



2 2 of 19 S6Ms are Vietnam returnces (this
excludes the 3GMs presently assigned to MACY and USARV).

, S 3 17 of the 21 S@Ms have administrative MOS, :
I. . and the majority have worked in such MOS for many years. Although their - 7

© 7. administrative backgrounds may be appropriate for assigmment to high-

level commands, they penerally lack the broad military backgrounds which = =~
would facilitate their effective usage within the command. R

N {b) Pariormance of duty:

ST 1 7 of che 21 SQMs received more than 7 cuts im 1.
L4t their last Commander's Evaluation Report (CER). (A "eut™ is defined as '
' a CER block left blank, which has higher value than the bleck in which

e the “X' is placed. The figures quoted herein refer to the total rnumber
"' . 7 " of higher=value blocks left blank by both the rater and indorser.) 2 of
: . the 8G4s received 14 cuts, 1 had 13 and 2 had 12.

'f. Pl et B 2 - 10 SMs were cut for Job Periormance and ¢ for
Do o7 Job Knowlaedge. ) :
AT l”ﬁb 3 & of the 21 SGMs received a maximum rating

. we , on their last CERs. E:_.r comparison, 15 of 19 Corps and Division SCGMs = 1
%o teceived maximum ratings on their last CERs. _ L EEE
: ::5'_: l:': ’ 4 The 21 8GMs of the highar commands averaged

fa400 &,1 cuts on their last, CERs. By comparison, Corps and Division SQds
Ll . averaged l.3 cuts, ; i it

A ] 5 13 of the major command 5GMs scored less than
110 on their Enlisted Evaluation Scnra. By. comparison, 9 ot the 19 cnrps _
_ and Divielon B&Ms scored below 110.° | .. .. 1 | _f- St

'
¥,

ﬂ
e

gt D (e} Motivation:

1l 9 of the 21 SQMs rnquasted troap duty as first -
cho;ca on their” praﬂarance statements. ..

5 ; -2 ' Only 3 of the 21 S(Ma volunteered for duty in = .
Vietnam. E i - . : T
. 1 8 of the 21 requested staff duty as first choica.-fﬁ._3
: . & bof the 21 requeatad civilian component duty ._ ge
as first choice. .= T A . B

: 5 P&rsnnal discussions, mmminatlon of preference
-'ntanamanta, and cnrrnspondenca with most of thq ma,or command SGMs indicata
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that the assignment desires of most of them hinge principally upon an avea’, .

of choice, rather than the challenge of & patrticular sssigmnment. Some of fZE o

these SGMs own or are buying homes in the vieinity of military stations
and their desire to return £o, 6T NOT 1eay= these statiuns overrides all
other conciderations, :

f. Feults of the Selectfon System W

The methods of seiectien deseribed in para 2b do not prnvide
the best 5GMs to the major commands of the Army.

(13 There is no toster of the best SGMs in the Army in
existence. Moreover, DA bas ne means for determining the best qualified
5GMs in the Army, since the records maintaiﬂeﬂ are insufficient for this
purpose.

-{2) Although the by-name requast is the most effective of
.the several selection methods, it often rcsultl in assignment inequities
_and conflicts batween commands.

! {(3) Neminations by Senior Enlisted Control Branch (SECB),
EPD-0R0 to the gaining command are based upon availability of SGMs Eur

the assigrment. SECB nominates "good" SGMs, but can only compare them to, -

the others who are available == not with all SGMs.

; {4} Selection from within the command works well at the
lower echelons of command, but seems to be considerably less effective at.

Y wajor command levels (sea para 3g).

(5) The normal requisitioning process diffars little £rom

the nomination method discussed in para 3£(3) ahuvi. end does nqt prﬁvidn - f;?:;.

- the bast qualified individual.

g+ The Command Serpgecant Major Gap

(1) &s a general rule, Command Serpeants Major of Corps i?F'

and Divisions are better qualified for their jobs than those assigned Lo
the higher commands. The lower level S5GMs have more current short tour
txpariinci.,gnt better CERs, and indicate a graa:er degire to snrvn with

{2) Thare are several reascns or thia difference: .+ %

(ﬂ} Incumhents ara youngﬁr and mnre aggre:nivﬂ._?&mJL:;;_'l

]
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{b) They possess combat arms MOS. "
b 5w : (c) They are usually selected by the commanders. i

{3} It is logical to assume that many of the outstanding . -
S« i .. Corps and Division Sergeants Major would perform ey.ally well at the :

" higher echelons of command, but very few have the opportunity to serve at
5 . those levels. The most cbvious reason for this barrier between the come _ :
ot o+ mand levels is that the Tables of Distribution of most major commands P
deatian list the command Serpeant Major position as an Administrative Specialist. . .
gjﬁii”.i AE a consequente, the positions are filled with acdministrative types

“toet. 77 rvather than with combat arms Serpgeants Major who have proven their worth’

+= ¢ . . at the lower echelons.

(4) Commanders can place combat arms SGMs in the major com= | .
mand slots, Lf they clwose. In recent weeks there have been two requests - -
;. -for such action. This indicates that Command interest will breach tha. -
v+ barrier between the higher levels of command. Commanders, not staff

. officers, should select command SG¥s.

ho Utilization of Major Command SCMs

L (1} The secand part of this problem concerns the effective-

%'+ naes of the major command SGMs. There are strong indications that, in L
‘. many commands, the SGM functions principally as a chief clerk, rather than '° -,
. 88 & key staf £f member and chief enlisted advisor to the cummander. hs &
:.. consequence, the 5Q¢ becomes 4 mere “figurehead", having littla contact ..

. with the EX of the command, other than those assigned to the command head= -

Y gquarters. ;

; _ (2) There ave several possible reasons for poor utilization-:;1f5f;
.. ' of command SGMs. L

. {a) Sinees the majority of the major command SGMs ara
Administrative Specialists, their commanders may not consider them qualie

fied to delve into operations, training, supply end maintenance matters .- . .

throughout the command. _ T m

(b} The poor quality of some of the command 5GMs, LR B
manifestad by homesteading, little current oversea experience, lack of .+ -
motivation and dedication, and poor leadership, randars them inaffantiva
a6 chinf nnlintad aﬁviaors to thair conmandari. : i

Bt TN o oot R G, 3 e T
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Sargeants Major.

L2 7, 3 M5

' numbar of SGM MOS.

J» EProficienew Measuremept

trative capacity.

. fleiency of 5CMs is examination of the CER,
+  SGMs, there is little to be determined from the report insofar as what
4 . duties were performed. A review of the most recent CERs of the SGMs of

© 37 major commands indicates that only 10 were rated or indorsed by che
commander, the remainder were completed by &ides and SG5 personnel.
supports the remark that cnmmand SGMs funckbion principally in an adminis=

(c) Failure to give responsibility to Command

(d) " No apparent emphasis by DA on the utilizacion -
" oi Command 5GMs. There are only meager guidelines on the duties and
rasponeibilicies of Sergeants Major published by DA (AR 600-20).

(2) At the higher levels of command {division and above)
tho nood for specializatidon 1& supplantad by the requirement for broad
gencral knowledpe in the many facets of the command's mission.
lavel, it appears practicable and feasible to radu:a drasticnlly thﬂ

At this

{(3) A need exists for the commander to assign duties afff~;
increasing responsibility (other than administrative) to his SGM, and -
rate him on his discharge of these responsibilities, showing 3trang=hn

-!ﬂW:T . .and weaknesses. This will require an improved efficloncy report form,

¢ v and command emphasis on the usc of SCMs.
; > plishad by the new CER., The latter may requira action by DA, ;
_.+"y .. action should include a r&quiramanu :hﬂt thz CERs:nf cummand SuH: hn

indaraed hy una :nmmandar.

L ! 2 . e B

g g S FOR GETICIAL USE ONEY -+

T CPETOIAL, TR ST

This file downloaded from http://www.ncohistory.com

Pk

.

The former should be accom= ;..f
Such

This

(1) As stated earlier, there are 78 MOS in which an NCO
can become o Sergeant Major. Below division level, thie is completely :
_  proper, since tha SGM must be a specislist in the operations of the par—
..+, vicular command to which he is assigned.

(1} At D& level, the primary method of determining the pro=
In the case of major command «; ' .

St

.

: (2) The recent requirement for raters and indorsers to make -

- & written statement of tha WOO's ducties and his manner of performance of
such duties may assist in identifying cthe better SGMs, but too few CERs:
have been received to make a judgment.




.

. and carser management of CSs would be controlied by DA in a mannar

by further study, from the announced zone(s) for entry into the CSM Program o
under a singla MOS. ) .x-f?

~ would not create surplun pcrsnnnel._ Shiseli Sy ;,w danfrmate N

&, CONCLUSIONS.

a. Sergeants Major ahhigncd to the ma;nr commands of the A:my

" are not the finest SGMs. . ;g .?f'fs~

b. Existinpg selection methods and records maintained at DA : ; s
are insufficient to identify the best 5GMs in the Army. . el R el

€. Sergeants Major at Corps and Divisien level are bettar
qualified chan thelr major command counterparts.

d. At Division and higher level there is no need for & pro=- oo S
lifecation of 554 MO5. ; it wi

e, An urgent requirement exists to identify, select, and assign -

the f£inest SGMs in the Army to its top-level commands, and to revitalize

tha position of command Serpeant Major of the 24 major commands. i
5. PROPBOSED SOLUTION:

a. . Establishment of a Cormand Sergeants Major (CSM) Program,
which would create a small corps of selected Sergeants Major for assign=
ment to the major commands of the Army. Screening, selection, ussignmant.

similar to General Officers. A proposed concept of the CSM Program is . '.5.
attached as Tab A. T T

b, Salient points of the attached concept are: : o

(1) Establishment of a screening/selection board at DA,
similar to the normal Coleonel’s promotion beard. To augrent the 1nndequnt-
records naw maintained in EPD, special efficiency reports, and items from
the individuals" field 201 f£ilee, such as award citations and letters of

-

| commendation, would be collected from the field for use in the selection % e

process.

{2) Select 150 - 200 5GMs, the exact number to bae determined

(3) Establish a CSM Control Section consisting of 1 officer, ...~
1 senior NGO, and 1 typist, to make assignments, manage careers, and maine =~
tain records on the CSMs, The three personnel required would be in addi-, -~ i ..
tion to the present Assignment Division suthorizstion, since the mipor =~ - .
decrease in SECB workload caused by the nstablishnann of the GSH Enugram :

POR om:m:. USE f}m
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- (4) Phase CSMs into the major commands of the Army --
: L filling the top 49 commands first, and placing the remainder in CSM _
Eh e training positions, where they will be prepared for the top-level jobs.

o (51 Replenieh losses through periodic selection bonrdgr'ﬁ
6. RECOMMENDATION, That the concept for the proposed Command

Sergeants Major Program be approved for coordination with major com-
manders.

7. If the above recommendation is approvaed, EPD-0PJ will incor-
porate commanders' comments into the proposal and present & final con=
cept for approval and implementatiocn. Upon approval nf the final
concept, EPD-0PD will take the following actions:

e e

1

&. Announce tha program Army-widae.
.i_:i, i b, Publish guidclinai on the use of Command Sergeants Major,

tjf g c. Esnabllsh a wortking group from within OPO to dav&lnp the
.7 . detaile of the program and monitor its progress.

3 d. Collect data from field 201 xilas SECB rvecords, and other
. nnurnea frnm which vnlid selections can be made. '

Estahlish a CSM Section under Lusignmant Diviaian, E?D, GPG.-_

H“Jﬁfvi : .'_f; Elqua;t Thﬂﬂ :a cnnvana a lnlﬂutinn haard. e

u I.'. ‘At .- 3 ‘ -\'-."”

-J. A. LECLAIR, JR
 Colonal, USA -
- Chinf Sanior Enlia:ﬁd Conchl Branch

=._-. e

l Inel
Ernpnsaﬂ Cunnapt f_

i o i i e |

B it ——— T

This file downloaded from http://www.ncohistory.com



