LESSON 4

MILITARY DISCIPLINE

In this lesson, you will look at the management tools that you can use to maintain discipline and ensure effective mission accomplishment.  You will also view the different methods or techniques that can be used to maintain discipline.

Once you are familiar with the methods, you can then look at the types of management tools available to help maintain discipline.  These tools include counseling, reprimands, unfavorable information file, control roster, Article 15, and court-martial action.

Lesson Objectives

1. Each student will be able to identify the different methods used to maintain discipline.

2. Each student will be able to identify the methods and the managerial tools that are available to handle disciplinary problems.

Maintaining Discipline

Maintaining discipline is a necessity for every Air Force supervisor—military or civilian.  A unit without discipline simply cannot perform its mission.  There are three methods used to help maintain discipline in the Air Force.  These methods include prevention, correction, and punishment.

Prevention
Undoubtedly, the most important of the methods that can be used to maintain discipline is prevention.  It represents all of the essential qualities of good leadership because it places the primary emphasis on communicating standards and eliciting the highest performance from each person.  In this area, supervisors can set an environment that allows subordinates to know what is expected of them and where they stand.

Correction
In instances where Air Force instructions are violated, despite sound leadership and the use of preventive measures; corrective measures can be used to restore order and discipline
.

With military discipline, there is a fine line of distinction between correction and punishment.  This is expressed in the Manual for Court-Martial (MCM), which lists certain nonpunitive measures that can be used as corrective measures, not as punishments. Corrective actions are not always pleasant; but they are necessary and useful.  Corrective actions include administrative counselings, admonitions, and reprimands (written or oral).

Commanders, supervisors, and other persons in authority can issue administrative counselings, admonitions and reprimands.  These actions are intended to improve, correct, and instruct subordinates who depart from standards of performance, conduct, bearing, and integrity, on or off duty, and whose actions degrade the individual and unit’s mission.

Counseling.  The least severe corrective action is counseling.  Counseling helps people use good judgement, assume responsibility, and face and solve their problems.  Counselors help subordinates develop skills, attitudes, and behaviors that are consistent with maintaining the Air Force’s readiness.  First-line supervisors, first sergeants, and commanders routinely counsel individuals either verbally or in writing, giving advice and reassuring subordinates about specific situations.  An AF Form 174, Record of Individual Counseling, should be used to document the counseling session.  It provides a record of positive or negative counseling and is useful for performance evaluations.  Document counseling sessions on bond paper or letterhead if you do not have an AF Form 174.  The final product is called a “Letter of Counseling” or LOC.  If the supervisor chooses, he/she can issue a verbal counseling instead of a written counseling; however, it is recommend that the supervisor document the session by preparing a Memorandum for Record (MFR).  For officer personnel, an LOC must be filed in their unit Personnel Information Folder (PIF) or a Unfavorable Information File (UIF).

Admonishment.  An admonishment is more severe than an LOC.  It is used to document an infraction serious enough to warrant a “Letter of Admonishment” or LOA.  Supervisors should document the LOA on letterhead.  Do not use an LOA when a reprimand is more appropriate.  For officer personnel, the LOA must be filed in the individual’s PIF or UIF.  Like counseling, if the supervisor chooses, he/she can issue a verbal admonishment instead of a written admonishment; however, it is recommend that the supervisor document the session by preparing a MFR.

Reprimand.  A reprimand is more severe than a counseling or admonition and indicates a stronger degree of official censure.  Again the reprimand should be documented on letterhead, and it is called a “Letter of Reprimand” or LOR.  For officers, if a person other than the unit commander issues a LOR, the LOR must be sent to the unit commander for acknowledgement and endorsement via AF Form 1058 and filed in a UIF.  LORs may also be filed in the Officer’s Selection Record (OSR), which, in turn, could severely affect their potential for promotion.  If the supervisor chooses, he/she can issue a verbal reprimand instead of a written reprimand.  However, it is recommend that the supervisor document the session by preparing a MFR
.

When administering reprimands, admonishments, or counselings verbally or in writing, ensure that the following information is stated:

· What the member did or failed to do, citing specific incidents and their dates.

· What improvement is expected.

· That further deviation may result in more severe action.

· That the individual has three duty days to submit rebuttal documents for consideration by the initiator.

· That all supporting documents received from the individual will become part of the record.

The person who initiates the LOC, LOA, or LOR may send it to the member’s commander or superiors for information, action, or for their approval for file in the UIF or PIF.  For officers, LORs must be filed in the UIF, and any LOAs or LOCs not filed in the UIF, must be filed in the PIF.

Unfavorable Information File (UIF).  Your unit commander may ask you to help decide if a UIF action is necessary for one of your military subordinates.  A UIF is an official record of derogatory information concerning an Air Force member’s personal conduct and duty performance.  Commanders and supervisors use these files to make decisions about administrative, personnel, or judicial action against an individual.  The mandatory documents in a UIF include:

· Suspended or unsuspended Article 15 punishment (explained later in this lesson) of more than one month
· Courts-martial conviction
· A civilian conviction where the penalty is confinement of one year or more
· Placement on a control roster (explained later in this lesson)
· LORs given to officer personnel
The unit commander may refer other documented unfavorable information for optional filing in a UIF. This includes documentation such as other Article 15 punishments not listed above, a record of failure to discharge financial obligations in a timely manner, a record of confirmed discrimination, or a written administrative reprimand or admonishment.  Supervisors may issue and refer documents to the commander for possible filing in the UIF.  LORs, LOAs, and LOCs are the types of documents you will most likely deal with in this area.  The supervisor’s primary role in the UIF process is to keep the commander informed of subordinates’ unfavorable incidents or behavioral problems.  This is especially true with subordinates who already have UIFs.

Control Rosters.  Control rosters are important management tools.  They list the names of members whose conduct, bearing, behavior, integrity, or duty performance requires special attention, observation, evaluation, and rehabilitation.  Control Rosters assist commanders and supervisors in controlling and managing such members.  Control Rosters give members a chance to improve in their deficient area during a specific time period.  The commander will ensure members understand that improvement is expected.  Placement on the control roster is not punishment, but it does affect the member in certain personnel programs.  For example, as long as members are on the control roster they remain ineligible for reenlistment, promotion or PCS reassignment, except for a mandatory move.  The observation period for a member on a control roster is 6 months.  If the member fails to improve within this time period, the commander should take other forms of administrative action.

Supervisors play a vital role in control roster actions because they are in the best position to effectively monitor and evaluate a member’s performance and conduct during the observation period.  In your day-to-day contact with the member, you should note any improvement or deterioration in performance.  

Punishment
The third method of maintaining discipline is to punish those who seriously violate the standards of conduct required by military life.  This method should be used as a last resort after all other means have proven to be insufficient or inappropriate.

There are only two lawful methods of imposing punishment: (1) nonjudicial punishment and (2) trial by court-martial.

       Nonjudicial Punishment.  Nonjudicial punishment is punishment that is not imposed by a court of justice.  In the armed forces, Article 15 of the Uniformed Code of Military Justice (UCMJ) authorizes commanders to impose punishment for minor offenses upon military members under their command.  In the Air Force, this means that any Air Force member from airman basic to general can be punished under the provisions of this article.

Nonjudicial punishment provides commanders with an essential and prompt means of maintaining good order and discipline.  It also promotes positive behavior changes in service members without the stigma of a court-martial conviction.  Article 15 punishment is a serious matter and has a lasting effect on the military member.

Commissioned Air Force officers can only impose nonjudicial punishment.  Punishments imposed on enlisted personnel can include up to 30 days of correctional custody, reduction in grade, forfeiture of pay, a reprimand, restriction, and extra duties.  Punishments imposed on officer personnel can include forfeiture of pay, arrest in quarters, restriction, and a reprimand.

       Courts-Martial.  If a military member refuses to accept Article 15 punishment (and this is the member’s right) and demands a court-martial, or if the offense is so severe and deserving of more punishment than can be offered by an Article 15, the commander can prefer court-martial charges on the military member
.

There are three types of courts-martial:

· The Summary Court-Martial tries minor offenses.  It normally consists of one officer who develops the evidence for both the accused and the government, finds the accused guilty or not guilty, and imposes sentencing on the guilty. Air Force policy dictates provision of counsel to the accused, if requested.  Only enlisted military members may be tried by summary court-martial.  Sentences are subject to the same limitations as Article 15 punishments, except that 30 days of confinement at hard labor may be adjudged.

· The Special Court-Martial is the intermediate-level court in the military system.  It usually consists of a military judge and a panel (jury) of three or more members.  The proceedings include a trial counsel (prosecutor), defense counsel, the accused, and a court reporter to record the proceedings.  The accused may make oral or written request for trial by military judge alone, instead of a panel.  Any service member may be tried by special court-martial.  Sentences authorized by the UCMJ include everything except death, dishonorable discharge, dismissal (in case of an officer), or confinement in excess of six months.

· The General Court-Martial is for the most serious offenses.  Cases cannot be referred for trial by general court-martial without a thorough investigation under Article 32 of the UCMJ.  The general court-martial is composed of a military judge and at least a five-member panel, which will include one-third enlisted members at the request of an enlisted accused.  It also has a trial counsel, defense counsel, the accused, and a court reporter.  The accused may request trial by military judge alone, except in a capital case.  The maximum authorized punishment this court-martial may impose is limited only by the maximum allowable for the offenses under consideration, which may extend to death.

If the accused service member is found guilty at any of the three types of court-martials, they will carry a permanent federal conviction with them for the rest of their life, unless the conviction is overturned by a higher court
.
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