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From: Commanding General, MCRD San Dicgo/WRR
To: All Officers and Staff Non-Commissioned Officers

Subj: Colonel Zinni’s SNCO Letter

Marines- since the attached letter first came to my attention fourteen years ago, while I served as
the CO of RS Richmond, I have passed along a copy to the Officers and Staff NCOs of every
unit I’'ve commanded.

The wisdom herein is timeless. 1i contains the words, “the traditional view that the Staff NCO is
the backbone of our Corps is absolutely correct.” This letter remains one of the best written
descriptions of the role of the Staff NCO, and the criticality of an effective Oftficer and Staff
NCO team, that 1 have run across,

As we transition from twelve years of tough combat, the importance of the Staff NCO. .. as a
tearn mate with his officer counterpart, as a keeper and enforcer of our standards, and as the
conscience of his unit... has never been more critical,

Read this letter and consider its message. It stands as an inspiring mark on the wall for cach of’
us as we take on the challenges of this proud command.

J. W, BIERMA
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from: Commanding O€ficer
To: ALl Officere and Sceff Hon-Commlissioned Officers

Sukis THE STAPF WOH-COMMISSIONED OFFICER

I heve been fortunsts ian the 24 yemrs that I have been m HMarise
Officer te slvays have had & high quelicy Sceff HOO et wy side.
From the time I joined my firse rifle platoon in 1965 to my
curvant pogitlien se s Regplmental Copmander, @ Staff HCO hee been
there to advise ee, te Lenach me, te motivate snd encourags me, Eo
ansure [ provide che very best leadershilp te our wnic, and o
guasrantee thinge were properly done mecerding te the spiric and
intent of the divections I geve or recelwed. The value aof wha
Staff NCO, for me, hes been the experience, knovledge and, example
he briwge to the usit., He has been there, He hee successfully
cone up through the ranks, He knewe how teo best trasslste orders
and directions inte efficlent snd effective action by the Marinen.
The traditiensl view that the Staff WCO ie the backbone of the
Corps ls sbsolutely correct. The imege of the Gorps s
esbodiad in the Dalys', Quicks', Beellones', and other Lependacy
SHCO's of ovur past. These were men whose coursge amd expertise
bullt confidence and esprit slong the chain of command frem ahove
and below. They mede thingz happen oa the battlefield and 4in
garrigon. Staff NHCO'g enforce the stendards, be 1t in combat or
in pescaetime. They are the consclemce of the unit and the kaapery
of those high, tough standards that separate the Covpe frag othey
wsilitery ovganizacions.

The mission of the Sceff WCO's is not only to make better
Harines but slee te help make better officers. I would not wear
the grade lnsignie I do now 1f 4t wers smot for the Staff HCO's I
have been blessed to serve with, Long apgoe some wise man knew chat
the experience mad proves performance of & menior enlisted man
whan combined with the edwcatrien and traitning of an officer made
an unheatsble team. Together thay form and lesd the ideal
military units, The key is that we ensure each of these leaders
peasesses and meintsine the skills and charscter required of pheir
grade and that the velabionship they develop g built on eruste,
nutuval respect, snd a clear gosl to accomplish the mission of the
unit while tendiapg to the wolfare of their son,

With few sveepeions, o uwnit that falls or doess not live up to
aur expectabicons will have se dcg rost capse for its problams the
lack of thie quality tasm. 4An efficer ceunot do o Stafl HCD'w Job
and he abowld aow ery to. & Staff HCO cannot back off Expm hiws
responeibilicien and get by with wminimal av sarginal performance
without the uwnit suffering., The Corps has always popsessed the
lowent ratio of officers bo snlisted of any pervice, yat we have




meinteined scandards of discipiine and combat performance
unenspesaed bg oy allicary force in histéry. Why? It is beecsusse
our Staff NCO's have been etrong enough and trusted enough teo
carry the load without sm officer in avery leadership apot.

Tha primary vele of the Staff HCO is to develop the individusl
Marines and Sailore in his unit inte the very best. The primary
role of the officaer is to develop the uplt ints a teas bhav
functlons together as the very best military orgenizstion. Thay
vork together toward the sese obiectives with the Stmff HCO aluays
prepared to assume the role of the umit leader in the sbsepce of
the officer. BHach of them should keep the othar informed. Each
should sesk advice from the other. Fach shoald feel confident
enough to express his viewe In s professional, respectful sssner.
Bach should understand the responsibiliviss of the other snd not
try €0 de his fob or interfere, slcro-manga, oF cricins - publicly
ay privetely.

Uhie follows im some sdviece on walking thils sll work. Seak the
advice and counsel of other senior efficers and Staff HCO's who
geem to have s working team golng for them. This is especially
laportent for newly commiesioned offlcevs and newly promoted Staff
HCO's. hAlvays mttempt to have things hendled st the lowest
poszible level in the leedership chain thet can mppwﬂ%riat@lﬁ ani
affectively handle ik. Supervisa snd inwpect but don’t do the job
for suberdinates, Thers will he mistakes, but we learn from
miatakse end lesders cven be da o posltion oo help sebordinates
withoelb getting in chelr way or fruskrating theilr sttempts vs
lasrp how to laead,

somstimes personslities will conflicec. The best ching to
remember 1f this happens is te keep the relavicasmhip on &
professional level and keep the walfare of the unit and the wen ap
gour first prievicy. Dop’t focts on the persopal mide of the
imauen and avold confrontacions. BRemesmber the junier man must
aivays wake the adjustmest - someene msy be dolng the same For you
thee 48 fjuniox,

The key polnt bo remesber 1w thet the officer and Staff NOG are
2 tesm, They bring different backgrounds with thsa te thelp
lesdership positicsns bui there i@ good resson For that, He ualt
will succead 4f chis team doesn’'t work well togethar. I wouldn't
krade what I have bean given by the Seaff HCO®e I have known in
the Corps for sayching. To ne they are bhe Corps.

Sepper Fi

“R. C. dsdnx
GColonel USMNG




