PRIVATE 
WHAT GETS COMMANDERS IN TROUBLE?tc  \l 2 "WHAT GETS COMMANDERS IN TROUBLE?"
1.  Commander's Action:  As the commander, you do not enforce standards equally.  UCMJ action is taken against a private due to chronic tardiness.  An officer or NCO is verbally counseled for the same offense.

2.
Probable Results:


a.  Soldiers perceive a double standard exists.


b.  Resentment surfaces within the unit; morale falls.


c.  EO/IG complaints rise.

3.
Discussion:  This not an easy one to handle.  A good soldier who commits a minor offense should probably not be handled in the same manner as a chronic trouble maker guilty of the same offense.  A formal letter of reprimand, or an adverse NCOER/OER, can be more devastating to an officer or NCO than a Summary Article 15 can be to a junior enlisted soldier.  Also, it is not always appropriate to publish what specific corrective action has been taken against a senior member of the unit.  Through his or her actions, a commander has to develop a reputation for fairness in dealing with disciplinary problems.  Soldiers expect to be treated fairly, and will not willingly accept a command climate where some individuals are protected while others are prosecuted.  Prior communication of your standards and their application to different ranks is the key to preventing this problem.

4.  Commander's Action:  As the commander, you are told that last night while on the night exercise the First Sergeant was drinking while on duty.  You doubt this is true and have an ARTEP to get ready for.  The matter is dropped.

5.  Probable Results:


a.  Soldier presenting the allegation brings his complaint to the battalion.


b.  Battalion commander directs formal inquiry.


c.  You lose face within your unit and credibility with your battalion commander.

6.  Discussion:  When you receive an allegation of misconduct involving a member of your unit, you must look into it.  This doesn't mean that a formal investigation has to be conducted (though sometimes that is the appropriate course of action).  As a minimum, you must conduct an inquiry into the matter raised.  At the completion of your inquiry, you owe the individual making the allegation an answer.  Normally this will consist of telling the solider that you have looked into the matter and will be taking corrective action if warranted.  Also, don't forget to keep your boss informed (if appropriate).  Bad news doesn't get any better with age.

7.  Commander's Action:  A soldier comes to you with a problem.  His or her former unit has not forwarded award orders.  You agree to look into the problem and get back with the soldier.  You write a letter to the old unit and go on to other matters.

8.
Probable Results:


a.  The letter is not answered in a timely manner.


b.  The soldier loses faith in the ability of the commander to provide assistance.


c.  The soldier calls the IG, and the IG gets the order sent.

9.  Discussion:  Maintain a suspense file on when to follow-up on an ongoing action and keep the soldier informed.  Do a follow-up.

10.
Commander's Action:  A soldier has met the promotion eligibility for specialist, but you have not promoted the soldier.  The soldier is not told why he or she was not promoted.

11.
Probable Results:


a.  The soldier's performance and attitude decline.


b.  The commander's promotion policy is seen as arbitrary and unfair.


c.  The soldier feels discriminated against.

12.  Discussion:  Commanders or supervisors are required to counsel eligible soldiers who are not recommended for promotion.  The counseling should be directed toward those areas in which the soldier needs to show improvement in order to get promoted.  The soldier is still going to resent being "passed over", but he or she still must know the basis for your decision.  Also explain if the  soldier is promotable, but there is no slot for the soldier to be promoted in.

13.
Commander's Action:  You constantly select the same platoon to conduct high visibility missions.  This platoon excels both in the field and in garrison, so it is routinely called upon when the spotlight is on the company.

14.
Probable Results:


a.  The soldiers feel that you are practicing favoritism.


b.  Resentment builds against members of the "favored" platoon.


c.  Morale declines.


d.  The company does not benefit equally from training.


e.  Burnout develops within the "favored" platoon.

15.  Discussion:  Most commanders are aware of the problems associated with practicing (or appearing to practice) favoritism toward individual soldiers.  However, "platoon favoritism" is even more dangerous.  When the going gets tough, it's easy to turn to the best platoon and get them going.  This isn't fair to the platoon or to the remainder of the company.  Share the wealth, take the hits, and train all your platoons to perform to mission standards.

16.
Commander's Action:  You receive a call from a landlord.  A soldier attempting to clear owes the landlord two months rent.

17
Probable Results:


a.  The soldier will leave a bad impression with the civilian establishment.


b.  Unpaid bills may continue to grow due to late fees.


18
Discussion:  You cannot initiate collection actions against a soldier because of private indebtedness.  Creditors should be told that they can pursue collection through civil court action.  When you have a soldier in this situation, you should counsel the soldier on responsibilities of paying just debts.  However, if the soldier disputes the validity of the debt, the creditors should be informed that a civil court judgment will be necessary.

