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Role of the First Sergeant 


SMSgt W. Allen Usry, ANG First Sergeant Functional Manager, USAF First Sergeant Academy, June 2001 

AUTHORITY:  AFI 36-2113, The First Sergeant (1 May 99); AFMAN 36-2108, Airman Classification (31 Oct 00). 

DESIGNATED REPRESENTATIVE OF THE COMMANDER 

The position of first sergeant provides the Commander with a personal representative: an enlisted member who functions as an extension of the Commander in all matters relating to the enlisted force.  The First Sergeant’s authority is an extension of the Commander’s authority.  In order to fulfill the duties and responsibilities of the position, the First Sergeant exercises general supervision over all assigned enlisted personnel.  In this role as representative, the First Sergeant acts as the Commander’s voice, ensuring that the Commander’s policies, goals and objectives are communicated, understood, and complied with.  

ADVISOR TO THE COMMANDER

In this role, the First Sergeant is responsible for advising the Commander on a wide range of topics, including the health, esprit de corps, discipline, mentoring and well-being of the enlisted corps.  The First Sergeant does this by acting as the Commander’s eyes and ears, closely monitoring enlisted issues, morale, and quality of life.  Through formal training, the First Sergeant develops an understanding of most enlisted personnel programs including enlistments and reenlistments; Promotion of Airmen; the Air National Guard (ANG) Weight and Body Fat Management Program (WBFMP); the ANG Fitness program; The Inspector General (IG) program; Military Equal Opportunity and Treatment (MEO); Awards and Decorations; Selective Retention; and Family Care Plans.  In addition to these personnel programs, the First Sergeant also receives training and education in areas that impact enlisted force management, including: principles of diversity; protocol; formations and ceremonies; maintenance of discipline; and deployments.  Observing enlisted personnel programs from a “macro” perspective, as well as monitoring overall enlisted personnel force management, the First Sergeant provides advice and feedback to the Commander, enhancing the Commander’s ability to effectively manage and lead the enlisted force.   

MISSION READINESS

The First Sergeant is tasked with providing the Commander with a mission-ready enlisted force, capable of executing the unit mission.  To do this, the First Sergeant must be familiar with the unit’s mission, personnel (authorized and assigned), and training requirements.  The First Sergeant works closely with fellow senior noncommissioned officers and supervisory personnel to ensure that enlisted members are prepared to deploy in support of mission requirements.  This includes providing leadership and guidance which enables supervisors and members to resolve complaints/issues at the lowest level.  The First Sergeant is charged with identifying and resolving issues that, if left unchecked, could adversely impact the readiness of enlisted members.  To enhance the readiness of the enlisted force, the First Sergeant must ensure that training is provided on matters of leadership, customs and courtesies, dress and appearance, self-discipline, adherence to standards, drill and ceremony, safety, hygiene, and sanitation. To ensure that the enlisted force is prepared to fulfill the unit mission, the First Sergeant is tasked with the following responsibilities:

-  Assists Enlisted Personnel in Adapting to the Military Environment

The First Sergeant is tasked with monitoring the unit sponsorship program and is responsible for conducting the orientation program.  During in-processing, the newly-assigned member meets with the First Sergeant and should receive a comprehensive briefing covering such topics as Family Care Plans, dress and personal appearance, attendance, fitness, WBFMP, training, and deployments.  This orientation helps ensure that the member is prepared to fulfill his or her military mission and that standards are understood.  To further ensure that enlisted members are adjusting to the organization and their duty assignments, the First Sergeant frequently contacts unit members at work, home, and recreation areas.  

-  Assists the Commander in the Preparation and Execution of Unit Training and Information Programs

The First Sergeant should be familiar with unit training requirements including specialty training, professional military education (PME), ancillary training, as well as continuing education. Although not specifically involved with specialty training, the First Sergeant assists the Commander with ensuring that training is appropriate, and that it supports mission requirements.  The First Sergeant is tasked with promoting PME, with an emphasis on in-residence attendance, as well as supporting and promoting ancillary training and promoting continuing education whenever possible.  The First Sergeant should also work closely with supervisory personnel to promote participation in the Community College of the Air Force (CCAF). To fulfill these responsibilities the First Sergeant should communicate regularly with unit personnel; make frequent visits to work areas where training is being conducted; be familiar with the unit’s On the Job Training (OJT) roster, and regularly communicate with the Unit Training Manager (UTM).

The First Sergeant assists the Commander with ensuring that information is communicated to all levels of the enlisted force.  This is accomplished through regularly scheduled commander’s calls, unit newsletters, shop visits, e-mail, etc.  

-  Focal Point for Support Agencies

The First Sergeant utilizes numerous support agencies, both on and off base, to ensure that the enlisted force can deploy free of distractions.  The First Sergeant is tasked with being the vital link between the Commander, enlisted personnel, and support agencies.  He or she must maintain liaison with base agencies to ensure availability of services for unit members.  Maintaining a listing of agencies complete with points of contact, the First Sergeant can rapidly and effectively utilize the appropriate agency to address specific issues.  On-base agencies frequently utilized by the First Sergeant include the Judge Advocate (JA) office; Military Personnel Flight (MPF); Financial Management (FM) office; Services; Medical Squadron (SG); Military Equal Opportunity and Treatment (MEO) office; and Family Support.  The First Sergeant should also maintain a listing of available off-base referral agencies such as Red Cross; Employer Support of the Guard and Reserve (ESGR); Department of Labor (DoL); Legal Services; Domestic Violence Centers; Police Departments; Social Services and United Way.  

-  Maintenance of Discipline

While the supervisor is the front line in maintaining discipline, the First Sergeant is the focal point for ensuring that discipline is fairly and equitably maintained.  To ensure a quality force, the First Sergeant works closely with the Commander and with supervisors to quickly correct conduct prejudicial to good order and discipline.  The First Sergeant is trained in prevention, correction, and punishment options associated with maintenance of discipline, and is involved in all disciplinary issues regarding enlisted personnel.  The First Sergeant’s focus centers on preventive techniques which educate and inform the member of the importance of adhering to military standards.  When prevention fails the First Sergeant uses, or provides expertise regarding, administrative actions designed to correct a member’s sub-standard behavior or performance.  Corrective actions include counseling; administrative reprimands; administrative demotions; and administrative separations.  Punishment options include non-judicial punishment (NJP) and judicial punishment.  To support punishment options, the First Sergeant is trained in rights of the accused; NJP; the Uniform Code of Military Justice (UCMJ); State Codes of Military Justice; and the Manual of Courts Martial (MCM).  In addition, the First Sergeant must be versed in dealing with members in a variety of statuses.  The First Sergeant, acting as the Commander’s representative, maintains liaison with the legal office to ensure any adverse actions are appropriate and that each proposed action receives a legal review.     

-  Supervises Administrative Actions Directed by the Commander

To ensure that personnel actions are accomplished in an appropriate and timely manner, or to ensure a member’s privacy, the Commander may direct that the First Sergeant supervise specific administrative actions.    These actions could include items such as: promotions; demotions; letters of admonition, counseling or reprimand; fitness program actions; unsatisfactory participation correspondence; WBFMP actions; and awards and decorations.  The First Sergeant performs a quality force review to ensure that actions are appropriate, that they are accomplished correctly, and that all actions are completed in a timely manner.  The first sergeant will also coordinate with the Staff Judge Advocate with regard to any adverse administrative actions.       

DEPLOYMENT RESPONSIBILITIES

-  Pre-Deployment

During the pre-deployment phase, the First Sergeant ensures that unit personnel are prepared to deploy in support of operational requirements.  The First Sergeant also works to ensure that deployed personnel will be cared for upon arrival at the deployed location.  The First Sergeant will review personnel listings as part of a quality force check and ensure that potential problems are addressed prior to deployment.  The First Sergeant, whenever possible, should deploy as part of the advon team.  As part of the advon team, the First Sergeant is responsible for coordinating the support of deployed personnel.  The location and type of deployment will dictate specific actions.  This function alleviates distractions and ensures that personnel are prepared to focus their attention on mission requirements.  The First Sergeant must inspect and assign billeting.  The assignment of billeting will take into consideration operational requirements such as shift work and crew rest cycles.  The First Sergeant contacts services personnel to coordinate billeting and to ensure that the aerospace dining facility is aware of increased requirements based on incoming personnel.  The First Sergeant will also coordinate with other base agencies such as the hospital, Judge Advocate (JA) office, Morale Welfare & Recreation (MWR) office, and the Family Support Agency.  The First Sergeant is the central focal point for ensuring that deployed personnel are cared for and fed.  The First Sergeant gathers as much information as possible prior to deploying so that personnel are well informed and to ensure that the reception plan is executed as smoothly as possible.    

-  Deployment Phase

At the beginning of the deployment phase, the First Sergeant ensures that the reception and bed down process is completed as smoothly as possible. Throughout the deployment phase the First Sergeant concerns himself or herself with actions that sustain the enlisted force.  Specific actions will be dictated by circumstances at the deployed location.  Examples of sustainment actions would include: sanitation; hygiene; recreation; billeting; unit functions; information briefs; morale calls; awards and decorations; and commander’s call.  The First Sergeant should constantly be involved with ensuring that personnel are cared for.  Frequent visits to work, billeting, and recreation areas help ensure that the First Sergeant is able to quickly identify and resolve issues that could impact mission accomplishment.  

-  Re-Deployment Phase

In preparation to re-deploy to home station, the First Sergeant ensures that the unit’s out-processing, along with its reception at home station, is planned in a manner which facilitates a smooth and orderly process.  Areas to consider would include: accomplishment of an out-processing briefing; the establishment of out-processing checklists; billeting turnover; equipment turn in; orders certification; travel pay; government travel card briefing; as well as any required home station actions that must be accomplished prior to release.    

SELECTION AND UTILIZATION

The Wing Command Chief Master Sergeant (CCM) is designated as the functional manager for first sergeants assigned to an installation.  As such, the CCM is responsible for management of the first sergeant program at the installation level.  The CCM is tasked with establishing a selection board process which meets the requirements set forth in AFI 36-2113.  Through proper utilization of the selection board the Commander is provided with the best possible pool of candidates from which to choose the first sergeant. Because of the demanding responsibilities associated with the position of first sergeant, only the most dedicated and professional members should be considered for this Special Duty Identifier (SDI).   Once selected, first sergeants must be utilized IAW AFI 36-2113 and AFMAN 36-2108.  The First Sergeant will not be assigned additional duties other than those specifically outlined in AFMAN 36-2108.  In addition, the First Sergeant must be provided with private office accommodations suitable for counseling, preferably co-located with the Commander.   Although administrative assistance is required to perform these duties, the use of additional duty first sergeants within the ANG is expressly prohibited IAW AFI 36-2113 (exception: State Headquarters).  First sergeants will support the enlisted personnel assigned to them IAW ANG/XPM Policy Letter dated 14 March 2001.   

RELATED READING / REFERENCES

AFI 36-2113, The First Sergeant

AFMAN 36-2108, Airman Classification

AFI 36-2109, The Chief Master Sergeant of the Air Force and Senior Enlisted Advisor Program

ANGI 36-2109, The ANG Command Chief Master Sergeant Program

CCM Pamphlet: The ANG Command Chief Master Sergeant; Installation Functional Manager for Assigned First Sergeants

KWIK-NOTE:  IAW current Air Force policy, the first sergeant is required to review all enlisted decorations and advise the Commander on Quality Force indicators which warrant consideration before the package is approved or forwarded for approval.
PRIVATE
<TBODY>RELATED TOPICS:

To numerous to list.  See particularly the topics in Chapter 23 (People Problems), Chapter 24 (Quality Force Management), Chapter 20 (Mobilization Matters), and Chapter 9 (Discrimination Matters).
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