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Air Force Reserve Command

Command Chief Master Sergeant

“Functional Manager for Installation First Sergeants”

INTRODUCTION
   The Command Chief Master Sergeant (CCM) is the focal point for all activities affecting the enlisted force of an installation.  Command Chiefs are responsible, in part, for ensuring the enlisted force is ready to deploy in support of contingency operations.  They must advise the wing commander on the state of the enlisted force, to include morale and welfare and quality of life issues. Unfortunately, it is extremely difficult for the Command Chief to personally touch the lives of every enlisted person assigned to an installation.  To aid Command Chiefs in fulfilling their responsibilities, an important tool is readily at their disposal: the First Sergeant Council.  This pamphlet is intended to provide command chiefs with the basic information necessary to fulfill their role as functional manager for assigned first sergeants.  Its goal is to enhance the mission effectiveness of both first sergeants and command chiefs alike, enabling us to better serve both our commanders and our enlisted force.  

Understanding your Role as Functional Manager:

Duties and Responsibilities

    The first step in understanding your role as  functional manager is to familiarize yourself with the duties and responsibilities of a first sergeant.  AFI 36-2113, “The First Sergeant”, outlines these duties and responsibilities.  Before proceeding, take the time to read those chapters of the instruction that apply to the Air Force Reserve Command. Applicable chapters are listed on the cover page of the AFI.  Compare the duties and responsibilities of the First Sergeant with those outlined in AFI 36-2109, “Chief Master Sergeant of the Air Force and Senior Enlisted Advisor Program”  Reviewing these instructions will provide you with a better understanding of how closely these two key leadership positions are related.  It will also enable you to better utilize your first sergeants.  Both positions are designed to serve the Commander through service to the enlisted force.  For the most part, the duties and responsibilities that first sergeants are responsible for at the squadron or group level are the same duties you are responsible for at the wing level.  So how do you accomplish these duties?  This pamphlet covers some of the basic duties and responsibilities that can be accomplished in part through first sergeants and a strong First Sergeant Council.  An important part of establishing a strong council is selecting the right individuals for the position of first sergeant.  AFI 36-2113 mandates that the selection process include a selection board.  The establishment of this board is a command chief responsibility.  Let’s begin by looking at the Command Chief’s role in the selection process. 

Selecting First Sergeants

   Concept and Purpose of the Board: The position of First Sergeant has historically been seen as belonging to the individual Commander who exercises command authority over the unit where the First Sergeant is to be assigned.  This concept, while correct, overlooks one important aspect of the first sergeant’s duties.  The First Sergeant is tasked by AFI 36-2113 to “work closely with the Command Chief to prepare the enlisted force to execute…wing and base missions.”   He or she is further tasked to be part of the First Sergeant Council. As previously stated, the Command Chief is tasked by AFI to manage the first sergeant program, to establish a council, and to establish and manage the selection of new first sergeants.

    Due to the Command Chief’s responsibilities, he or she has a vested interest in seeing that the position of first sergeant is filled with the best possible candidate.  The Commander of a squadron, in attempting to fill the key enlisted leadership position within a unit, also has a vested interest in ensuring that his or her organization also receives the best possible person to fill the position.   In some cases the Commander may see the selection board as a means to remove him or her from the process.  The selection board process is not intended to select a new first sergeant for the Commander, but rather to provide the Commander with the best possible candidates from which to choose.  Due to both the importance of the position and the role the First Sergeant plays at the unit and installation level, it is important that both the Commander and Command Chief work together during this process. 

    Impact Areas:  The selection board should be established IAW AFI 36-2113, “The First Sergeant.”  Although the requirements for the board are given in the AFI, there are several areas that should be discussed.  The AFI states that “the CCM…determines if the applicant’s total profile supports boarding the member.”  This statement gives the Command Chief the opportunity and more importantly, the responsibility for determining if an individual should meet the board.  This decision is based on the member’s total profile, regardless of whether or not the member meets minimum eligibility criteria.  “Total profile” refers to the “whole” person.  The potential applicant’s appearance, tact, bearing, understanding of the position, ability to communicate, personal history, and desire to serve should all be considered.   Once the member has been approved to meet the board, there are several areas that you will need to explain to each applicant.

    -  Tenure:  Ensure applicants are aware of the three year tenure requirement.  This is an integrity issue.  First sergeants who stand before their units and preach integrity and honesty are hard pressed to defend their own integrity if they leave the position prior to completing the requisite term.  This problem is exacerbated when they leave their position early in order to pursue personal goals. More importantly, leaving the position after only one year, or even two, negatively impacts the enlisted personnel the First Sergeant was supposed to serve.  This lack of continuity can create serious problems within a squadron.  Explain this requirement to all potential first sergeants.  Waivers to this requirement must be requested by the Commander, endorsed by the CCM, and forwarded to the AFRC First Sergeant functional manager for final approval.

    -  Comprehensive Interview:  AFI 36-2113 states that the purpose of the interview is to “assess applicant’s motivation, understanding of the responsibilities, attitude, and ability to accomplish first sergeant duties.”  This will include pre-approved questions.  It may also include papers, oral presentations, or any other activity that helps the board fulfill the purpose stated above.  The manner by which the board assesses those areas listed above will be left up to the individual tasked with establishing the selection board, in other words, you.

    The Command Chief, through the selection board process,  ensures that only highly qualified individuals are presented to the Commander for consideration.  This process helps ensure those personnel assigned to the position of first sergeant are capable of handling the demanding duties.  One of these duties is taking part in council activities.  IAW AFI 36-2113 the establishment of a First Sergeant Council is a Command Chief responsibility.  Let’s look at the First Sergeant Council and some of the issues that the Command Chief should be familiar with.

 Establishing a Council

    Who Establishes the Council?:  In accordance with AFI 36-2113, you have the responsibility to establish a First Sergeant Council.  

    Structure of the Council:  The actual structure of the council is left up to the discretion of the individual installations.  As functional manager, you retain ultimate control over this structure.  Electing officers such as a president to manage activities, a recorder to track progress and publish minutes, and other positions deemed necessary is recommended.  This will provide a structure that enhances council productivity. 

    Frequency of Meetings:  It should be clear that in order to be effective the council must meet on a regular basis.  Once a month should be the minimum.  Many units meet once prior to drill in order to prepare for drill, and once during drill in order to address other issues.  If conducting a council meeting during drill, consider the fact that you and your first sergeants are taking time away from your primary duty; that is, to interact with the enlisted force.  You may want to schedule meetings for other than normal duty hours.  

    Attendance:  All first sergeants should attend scheduled meetings. As the functional manager for first sergeants, the CCM should make it a priority to attend all meetings.  Wing commanders should periodically attend or make appearances at the meetings to allow for direct interaction with first sergeants.  Other personnel who are not assigned to an authorized first sergeant position, as shown on the applicable unit manning document, should not attend.  Guests should be invited as needed to provide expertise or make presentations relating to issues affecting the enlisted force.  

    Length of Meetings:  This is truly up to you.  How long does it take to address the issues that need to be addressed?  AFI 36-2113 tells first sergeants to expect long and irregular hours and to be on call 24 hours a day.  First sergeants who have a problem with this should investigate other career opportunities.  The enlisted force is the Reserve Command’s most important resource and should be given the appropriate amount of attention.  How long meetings last will depend on the status of your wing’s programs and the amount of work that needs to be done.               

    Council Charter:  Council charters are no longer required; however, most units still utilize charters in order to provide direction and stability.  Charters are most frequently  used to officially establish the council, state its purpose, and establish operational procedures  such as election of officers, term limits, and duties of assigned members and officers. 

    Once your council is established and regular meetings are scheduled, the next logical step is to determine what issues the council should address. 

Recommended Council Issues

    What can be Addressed:  In general terms, the council can address any issue that affects the enlisted force.   As stated before, first sergeants work individually within their own organizations, in service to their respective commanders, to address personnel issues that affect the readiness of their own squadrons.  These activities include counseling, reprimands, discipline, instruction on military subjects, EOT complaints, promotions, demotions, family care, fitness, awards and decorations, and weight management, to name a few.  Collectively, in service to the Command Chief, first sergeants work to address issues that affect the entire enlisted force of an installation. The following information is provided to give an overview of some of the items that should be addressed through the First Sergeants Council:

    Continuity of Programs:  When dealing with programs that affect an entire organization, one area of major concern to Command Chiefs should be continuity.   This is a prime function of the council.  Continuity of programs, or lack thereof, can drastically affect the readiness of a wing.  For example, a great Family Care Program doesn’t serve the wing if only one squadron is utilizing it.  In fact, the one squadron that develops and executes an outstanding family care program may gain very little actual benefit if the rest of the installation maintains a program that is substandard.  In this situation, the shortcomings of one substandard squadron has the potential to slow down mobilization of the entire wing.  Family care is just one example.  Another example would be the Weight and Body Fat Measurement Program.  This program needs to be effectively executed throughout all squadrons.  If not, morale is adversely affected.  Having one unit that applies the program correctly while others around it do not always has a negative impact on morale. Continuity of programs has several benefits. The first benefit is increased morale.  Knowing you are being treated fairly, and that discipline is administered in an equitable manner, has a positive impact on morale.  Another benefit is that you will undoubtedly have better programs, designed to meet the “intent” of the programs, and not just the inspectable requirements. This results from your council working on programs as a team.  Programs should be reviewed by the council to ensure that how it is executed meets the intent of the applicable instruction.  For example: The intent of the family care program is not to have an AF Form 357 “Family Care Certification,” Power of Attorney, and a signed PCIII listing on file.  The intent is to ensure that our force can deploy free of distractions.  This requires a workable plan and the first sergeant is responsible for ensuring workability.  The plan also requires that the member address every reasonable situation in an effort to ensure that family matters are taken care of.  Items such as shot records required for school enrollment, doctor’s phone numbers, and countless other areas should be covered.  A council that addresses the family care program as a team, with guidance from the Command Chief, will develop a program that meets the intent of the instruction.  It’s a simple example of how working as a team almost always produces a better product than an individual working alone. Continuity of programs (where possible), is a must.

    Additional Areas to Address:  In addition to continuity of programs, including family care and weight management as mentioned above, there is an almost endless list of areas that the council can work on.  Some of these areas are listed below:  

Family Day

Maintenance of Discipline

Dining-Ins/-Outs

Government Travel Card

Airman of the Year Programs

Supporting In-Residence PME

Fitness

AFSC Training

Instruction of Military Subjects

Council Visibility

Recruiting & Retention

Ancillary Training

Awards and Decorations

Promotions and Promotion Boards

Unsatisfactory Participation

Participation in Professional Organizations

Dress and Appearance

Determining which issues to address is up to you and the council. Priority items should include those programs that are designated as a commander/first sergeant program.  Brainstorming a list of issues and then prioritizing their importance is a simple way to establish direction and develop strategy.  Once you have decided what issues to address, you will need to assign personnel to prepare recommendations for the council. Avoid letting one person take responsibility for an entire project.  Utilize teamwork to produce better products. Once you have decided on what issues to address first and you have assigned areas of responsibility, the next issue will be the level to which you should be involved. 

    Your Level of Involvement with the Council

    The level to which you are involved with your council will depend greatly on the personnel assigned as first sergeants.  How much experience do they have?  Do they work well together?  Do they meet deadlines?  These issues and others will dictate the level of involvement by the Command Chief.  As previously stated, the Command Chief should be at every meeting.  Normally a council president will ensure that the meeting progresses in an orderly fashion, with a recorder taking notes.  The Command Chief is normally in attendance to provide guidance and direction, and to act as the voice of the first sergeants to the wing commander.  The amount of guidance and direction required may be great.  You may need to provide issues to be worked, assign teams, establish deadlines and actively monitor progress.  In cases where a strong council is moving on issues, you may only need to be present in order to keep track of progress and answer limited questions.  As mentioned earlier, an important part of your involvement is acting as the first sergeants’ voice to the wing commander.  Is the wing commander aware of the issues that “your” council is working?  Is he or she provided with a copy of the minutes?

    Remember, as the functional manager, this is your council.  The success or failure of the council will in large part depend on you.  Your involvement should be dictated by need.   

    In accordance with AFI 36-2109, “Chief Master Sergeant of the Air Force and Senior Enlisted Advisor Program” the Command Chief is responsible for numerous areas that require effective communications with assigned enlisted personnel.  This includes assessing the morale and welfare of the organization and advising the wing commander on quality of life issues.  These areas, along with other portions of the referenced AFI require effective communications.  The next area we will look at is how the First Sergeant Council enhances a Command Chief’s ability to communicate with the enlisted force.          

    Communications

    Conducting unit visits, attending Commanders Calls, making phone calls, and attending special events and social functions are all effective means of  communicating directly with your people.  Unfortunately, even if you spend every drill concentrating your efforts in these areas, it is next to impossible to speak with each and every member of an organization.  So how do you communicate the Commander’s policies and programs to the entire enlisted force?  How do you gather feedback from a substantial portion of the force?  The First Sergeant Council is established in order to address issues that affect the entire enlisted force of a wing or installation.  The Command Chief position was created in part for the same reason.  Considering the difficult task of reaching such a large number of people, the Command Chief must use the council as a means for addressing personnel issues, policies, and programs.  Through the council, information can be effectively passed on, feedback received, and issues addressed.  Are you using the council to pass on information and to receive feedback?  In addition to keeping their respective commanders advised of enlisted concerns, do assigned first sergeants also pass this information on to you?  A strong first sergeant should bring these issues to both the council and the Command Chief.  

    In order for first sergeants to perform their duties effectively, they must be able to communicate with their organizations during the week.  This requires that a plan be in place for passing on information.  Are first sergeants equipped with nation-wide pagers and laptops?  Laptops enable first sergeants to communicate with their organizations more effectively.  This allows them to check their e-mail on a daily basis and to respond to personnel needs as they arise.  This also enables the first sergeant to communicate directly with you.  Nation-wide pagers enable the first sergeant to be contacted anytime, anywhere.  In situations where enlisted members are out of state, when the First Sergeant is out of state, or when the unit is deployed, nation-wide pagers may be the only way to make contact.  Without these tools, a first sergeant’s ability to do his or her job can be greatly limited.  Are personnel who work during the week forwarding information on to the first sergeants?  Are they expected to?  Are members aware of the first sergeant’s pager number and e-mail address?  If we expect our first sergeants to do their job, we must first ensure they have the proper tools.  Are these communication tools mandatory? No.  Should first sergeants be equipped with these tools? Yes.  Why are these items mentioned here? As the functional manager, you should be concerned with your first sergeant’s ability to communicate.  The ability to communicate effectively will have a direct impact on a first sergeant’s ability to do his or her job.  It will also impact the effectiveness of the Command Chief.  But most importantly, it will affect the enlisted force.  This is an issue with all first sergeants. In your role as Command Chief, you are the first sergeants’ voice to the wing commander. You may need to play a part in ensuring your council is supplied with the appropriate equipment.  How can a first sergeant who doesn’t stay in touch provide you with the information that you require?  By effectively communicating the policies and programs of the organization, we ensure everyone understands the direction the organization is moving in.  This improves morale and subsequently affects our ability to accomplish the mission.  The next area we will look at is how the Command Chief can utilize the First Sergeant Council to ensure the wing commander has a force that is ready to deploy in support of contingency operations.  

    Ensuring a Mission-Ready Force

    It is often said that attitude drives performance.  The best trained expert, when distracted by outside issues, will begin to perform below standards.  While it is not your role or the first sergeants’, to ensure personnel are trained on how to “turn the wrench,” we are nonetheless responsible for ensuring enlisted personnel are able to perform their duties with a minimum of distractions, a high level of motivation, and a certain level of esprit-de-corps. How do we ensure this? The means by which command chiefs and first sergeants provide their commanders with a mission-ready force is through personnel actions.  Individually, first sergeants work directly for their respective commanders to ensure all programs and actions affecting enlisted personnel are managed properly, resulting in positive morale and increased readiness within the squadron.  Are promotions accomplished IAW established guidance, with an eye on the squadron’s force management plan? Are personnel actions such as skill level upgrades, promotions, disciplinary actions, and pay accomplished in a timely manner?  These are just a few of the items a first sergeant should be addressing.  They are the focal point for all enlisted matters within their respective organizations.  All of these issues have a direct impact on a unit’s motivation, dedication, morale and esprit-de-corps, and subsequently, they have a direct impact on operational effectiveness.   These are the exact issues you, as Command Chief, should be concerned with from a “wing” perspective. Programs that affect the entire enlisted force should be managed and executed in a fair and equitable manner.  Through proper utilization of the First Sergeant Council, the Command Chief greatly enhances his or her ability to execute the mission.  Effectively communicating wing policies; effectively receiving feedback; treating all assigned enlisted personnel fairly and equitably; and properly assessing the morale and welfare of an organization are all benefits of using the First Sergeant Council properly.  An effective command chief will almost always have an effective First Sergeant Council.  
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    Conclusion

    This pamphlet provides some basic information every command chief needs in order to operate effectively as the first sergeant functional manager.  Your true effectiveness will be dictated by your adherence to published standards and operational guidelines, the extent of your involvement, and the relationships you build with the members of your council.  This will require a high level of motivation, dedication, and desire.

    Within the Air Force organization, there are only three positions that are immediately identifiable by their rank insignia.  One is the Chief Master Sergeant of the Air Force (CMSAF).  The other two are Command Chiefs and First Sergeants.  By virtue of our position, we have an inherent responsibility to serve the enlisted force to the best of our ability.  The Command Chief, along with the First Sergeant Council, has the ability to dramatically affect the lives of the entire enlisted force.  As the Command Chief, it is your responsibility to ensure that the First Sergeant Council, and subsequently the individual first sergeants, perform their duties in a manner worthy of the enlisted force.  
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