Leader Expectations
Staff 101
	A staff’s purpose is to take a problem, study it, and present completed courses of action for your commander to approve or disapprove.  A staff then takes the approved course of action and creates worthwhile operational documents, delivers clear task and purpose, synchronizes and allocates assets in order to enable (and empower) subordinate units to execute the mission and achieve the commander’s intent.  
	In order for the subordinate unit to achieve great success every staff officer must expertly execute his assigned task.  Every staff officer is critical, regardless of position; and every staff officer (and NCO) efficiently executing their duty sets the companies up to achieve devastating effects on the enemy.  A staff, like a line of dominoes, only reaches its objective when all work towards a common objective.  You are empowered to enforce standards, make recommendations, and decisions (within your authority) to make the staff and organization better, more efficient, and more effective.  This Battalion is not successful without an energized, synchronized, and lethal staff.  Bust your ass, solve problems, and be proud to be part of a staff and unit that is having a strategic impact on Europe and the Army.
My expectations of you
· Attitude is everything as a leader.  Negative leaders drag an organization down.  I would rather have a 2LT with a good attitude, no experience and drive than a CPT with a poor one.  There’s a yes out there somewhere.  Go find it.
· Your reliability and quality of work goes a long way with me.  I expect you to be efficient and to communicate clearly.  Clear, concise, and accurate reporting.  
· Completed Staff Work – read it.  It is a document to live by as a staff officer.
· At the end of the day: recognize and exploit resources, create opportunities, be innovative at solving problems, and demonstrate initiative and adaptability in difficult situations.  Make a significant and enduring impact to this organization and to the mission.

· My expectations of you personally and professionally are directly in-line with Army guidelines:
Character: Army values, empathy, warrior/service ethos, discipline
Presence: Military and professional bearing, fitness, confidence, resilience
Intellect: Mental agility, sound judgment, innovation, interpersonal tact, expertise
Leads: Leads others, builds trust, extends influence beyond the CoC, leads by example, communicates
Develops: Creates a positive environment/ fosters esprit de corps, prepares self, develops others, stewards the profession
Achieves: gets results
What you can expect of me
· My job is to operationalize the CDR’s intent and give guidance and direction to create detailed plans for action (reference my OER support form).  Therefore, I will prioritize, synchronize, and allocate assets to meet that intent.  We will use garrison systems (BET, LRTC, HSOC FRAGO), operational orders, and battle rhythm meetings as the foundation for our communication across the staff and down to the companies.  We are successful as a staff when we set the Co CDRs up for success so I expect all of your actions to work towards better preparing the companies to knock it out of the park.  Personal interaction is key; so, develop individual relationships with them and their leaders to break down communication barriers.
· Communicating with me.  In person is best, over the phone is next, email is last.  If you need me to get a cut on a product then print it out and discuss it with me face-to-face.  Emailing a product for my review is the worst possible way to get immediate feedback.  Going back to personal interaction (or over the phone) – I will not sit at my desk all day waiting for emails to come in.  Understand how your boss best receives information…mine is face to face (not email).  When traveling phone calls are preferred for pressing issues – email great for standard issues or when phone calls are not feasible.  (Reference Completed Staff Work)
· I hate admin tasks (non-operational reqs) and I have to force myself to do them.  They are, however, very important and go back to our credibility as an organization.  I rely on members of this section to manage our tasks with excruciating detail, remind companies when they are about to bust a suspense, and enforce suspense /standards.  
· I believe the best results are achieved when the entire team buys-in.  Therefore, your input matters.  In the best of circumstances you will have great latitude to figure out how you will solve your problems.  When time or the situation does not allow I will be very prescriptive; don’t take it personally.  
· I owe you candid and direct feedback.  My goal is to counsel you in writing quarterly – but understand that counseling is continual and often informal.  My most memorable counseling sessions were not done over paper.  I will not counsel you in writing every time you make a mistake or are being mentored.  If I am not satisfied with your performance, then I will tell you.  If you are hearing the same thing from me multiple times – then you are not making the progress I expect.  We all make mistakes and we all have weaknesses.  Don’t continue to make the same ones.  If I am highlighting an issue, then I expect you to fix it.
OPS SGM
· Run the S3 shop (and the staff) with the AS3.  I see the AS3 as the owner of the calendar and you are the owner of tasks.  We will manage the BN through our calendars and the HSOC FRAGO.
· Run the BN through the 1SGs.  Manage the 1SGs with taskings and open dialogue
· Your relationship with the 1SGs should mirror mine with the CDRs
· Your interaction with them takes the CDR/CSM guidance and puts it into action.
· Our relationship.  I will rely on you to be the senior NCO sounding board to everything this BN (and this shop) is doing.  If you think the shop or I am screwing something up – then let me know.  I want your candid feedback.  We are a team and the BN needs your voice to be successful.  It is good for us to disagree at times, but at the end of the day the final decision is mine and we will be one voice outside of closed doors.
· I will look to you to ruthlessly enforce standards and our systems.  When E5s are comfortable correcting FG for a standard violation then we are getting the culture right.  No one is above a standard.  Help us create those standards and an environment where all have the determination to enforce it.
· Near term focus: Own the near term BN consolidated training events: MG/AT density, marks density, TL course, pre-LFX requirements (HQ, Bangalore, demo).  Ensure the NCOs you assign to run these courses develop schemes of maneuver and resource to the level we expect.  And then ruthlessly enforce standards and our systems.
· Long term focus: We need to improve the management of our Big 5 (marksmanship, small unit drills, medical proficiency, physical training, and mobility).  I want you to codify our management of these skills, develop SOPs where necessary and assign NCO leads to manage these programs through specialty training courses, CONSKILLS, and training densities.

· Areas for improvement: find the point of friction and put yourself there; 
· Reinforce success:
AS3 – CUOPS
· Run the S3 shop with the OPS SGM
· While you touch FUOPS / Plans as my 2IC – your daily focus is on CUOPS (OPS, Calendar, FRAGO).
· For this shop and the BN to get above mediocrity you must ruthlessly manage the calendars.  Your #1 priority is the SRC.  The SRC will be accurate 6 weeks out with key events through 9.  We will brief this calendar for all events (STAFFEX, Synchs, and training meetings) to force its accuracy and not the BET.
· The LRTC is your #2 priority and the document I will use most often to fight off of. 
· Run the BN through our BR events / products.  Manage the COs through the SRC / LRTC and HSOC FRAGO
· You must be the POC for CO CDRs with below the line questions / issues.
· Near term focus: fix our calendars.  They are inaccurate; they are our credibility as a shop and an organization.  My intent is to use the BET for only the current week and/or P1 weeks only – I have not made up my mind yet.  The only time I plan to talk the BET in meetings is with E6 in the a.m. (and that will only be that day’s events – then to the SRC) and for P1 weeks (when we require an operational synch across the BN).  The BET will NOT have every detail – they will carry BN level events.
· Mid term focus: fix our knowledge management.  We are disorganized and are without a system to quickly reference relevant information.  Take this out of plans and give it to the CHEMO.  We need multiple people that can build / adjust the S3 page.  The AS3 owns KM – find a LT to implement.
	OPS NCO
· Your job is to make the JOC and the S3 shop run.  You are the expert in JOC systems when forward.  It is your responsibility to set the JOC/TAC up and run the systems.  So, you must be the expert on radios, reporting formats, JOC battle drills, battle tracking systems (CPOF/BFT), DRASH set-up.
· You mentor the junior NCOs and RTOs.  You are the standard bearer that they look up to.  They will emulate your behavior, so my expectation of you is very high.  Our organization is only as good as our E5s and E6s.  You are their leader – be the one they deserve.
· In garrison, you are similarly responsible for S3 shop systems, organization, supplies, and functionality.  While the OPS SGM runs the entire staff and provides senior NCO leadership for the S3 shop – you run the day to day activities.  Manage and delegate your responsibilities within the shop to your other NCOs and RTOs so that we are efficient as a staff section.
· A great OPS NCO can dominate the S3 shop and the staff by keeping systems organized and efficient and consequently have an effect that ripples across the BN far greater than a standard E7 position.  Treat this job as a pre-run for being a company 1SG and treat the S3 shop as your mini-company because this is going to be your next position.
	Schools
Chemo /  HSOC FRAGO

FUOPS – Training
· You are responsible for bridging the PLANS – CUOPS gaps.  That translates into turning WARNOs, that come from the plans shop, into OPORDs.  Ideally you are a CPT – don’t plan on it.  You need to operate above your paygrade and pull information from the S3 shop and create OPORDS for all training events – don’t wait to be told.
	Training Officer
· Land and ammo.  Your efforts arguably have the biggest impact on the quality of training we execute as a BN.  
· I do not expect you to forecast on your own – I expect you to communicate deadlines and ensure the BN is ahead of resourcing requirements.  You could be a one-man show; I do not want that.  I want you to manage efficient systems, provide leader oversight, and keep the BN in front of the other units requesting the same training areas.
	Air
· An airborne unit lives and dies by its air.  You will manage a ton of information.  You must be organized and use systems to track changes and communicate quickly and accurately to the force.
· Air letters and OPORDs.
· Proficiency: jumper, jumpmaster, bundles, runway clearance, heavy equipment operations, obstacle removal, C4ISR in the AC and on the RW, static-load training, air-land package, expanding the lodgement, off-site raids, managing FW AC (chutes & ladders; JMAU; PC Aircraft), PRPs and VRPs.  A lot goes into being a proficient ABN unit.  Your job is to manage this training plan and find opportunities to train all of these tasks IOT be good at the AFS.
Plans
· Set the BN up for success by staying ahead of resourcing deadlines and constraints.  I expect you to see the deep fight, develop concepts and WARNOs within my intent, and ruthlessly stay ahead of deadlines.
· You draft concepts, key tasks, initial timelines, and recommend IPR DTGs in order to stay ahead of resourcing requirements.
· You are succeeding as a Plans officer if the BN stays on track with long term planning – so understand our long term commitments, when our resourcing suspenses are, when we need to make decisions, and when you need my/E6’s approval IOT meet those requirements.
