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JWC NCO CORPS

Creating strong NCO Corps
within the Joint Warfare Centre
by Master Warrant Officer Samuel Pepin
Canadian Army
Former Senior Assistant, Fiscal Travel
Budget and Finance Division
NATO Joint Warfare Centre

“The JWC
NCO Corps
accomplished a
major milestone
over the past two
years thanks to the
great leadership
within the
organization.”

A

S A SENIOR NCO who represented the Canadian Army here at
the Joint Warfare Centre (JWC) in
Stavanger, Norway, I am honoured
to have been given the opportunity
to advance the development of a professional
NCO Corps within NATO, building on the major transformation that began in 2008, that was
the "Year of the Non-Commissioned Officer".
This edition of The Three Swords magazine will highlight the achievements of the
NCO Corps at the JWC and the way forward.
This is truly an exciting time being an NCO at
the JWC, with the newly appointed Command
Senior Enlisted (CSEL) and a Commander that
truly embraces the benefit of having a strong
NCO Corps within the organization. This is a
great opportunity that each of us needs to fully
understand and exploit for the benefit of the
institution. The exposure to greater strategic
and operational levels of engagement is essential in the development of future NATO
CSEL, as well as for national understanding
and awareness among NATO Nations.
Every single senior enlisted must ensure
they communicate to their various chains of
command what they are able to provide the

organization in order to gain more knowledge
and experience during their assignments. This
understanding and process will benefit the Alliance as the organization, as well as the senior
enlisted member's nation, and the senior enlisted member.
BEFORE MY DEPARTURE in summer
2020, I served for three years at the JWC, in
the Budget and Finance Division (BUDFIN).
My primary role and duties was that of a Fiscal
Travel Senior Assistant, who deals mostly with
claims, invoices and policy. This post was established with a working rank of "OR-7". Coming from a NATO Nation with a strong senior
NCO cadre, I was underutilised (to a degree)
from a "potential" perspective. I overcame this
by seeking participation in the core business of
the JWC and was able to participate in some of
the TRIDENT Series of Exercises directed by
the Centre as a valued member of the Exercise
Control (EXCON) organization. This involvement gave me greater exposure at a level that
I would not have achieved either at a national
level or within my identified BUDFIN assignment. It was also an opportunity for me to
contribute during the exercises and I believe it
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is important for the NATO Alliance to take advantage of the full potential of personnel already
in the organization. I will discuss this further on
in the article.
When I arrived at my assignment in
2017, JWC had the Senior Enlisted Advisor
role given as a secondary task to the most senior enlisted. Even though NATO had declared
2008 as the "Year of the Non-Commissioned
Officer" and the two NATO Strategic Commands (Bi-SCs) issued a strategy and recommended NCO guidelines in 2010, the changes
expected had not reached the levels anticipated.
Both Strategic Commands issued a new
document called "Command Strategy and
NCO Guidelines" in 2017 in order to give the
means to achieve the intent envisioned almost
ten years earlier. The high military turnover
rate within NATO organizations is particularly
challenging, with personnel serving on average between two to four years before returning
to their respective nations. This implies that
long-term planning must take this into consideration and short-term goal in the development of the NCO Corps are attainable during
assignment periods.
This 2017 Bi-SC is a clear NATO command strategy and NCO guidelines that gives
the tools to subordinate commands and the
recommendations towards the employment
of their NCOs. In 2017, the CSELs and NCO
Corps were already long-standing established
positions within Allied Command Operations
(ACO), but this was not the case in Allied
Command Transformation (ACT). As mentioned in the 2017 Bi-SC, "CSEL should not be
a secondary position, which could jeopardise
the integrity of the command team". Clearly,
it was highlighted that appointed CSEL should
have received CSEL training and exposure for
operational/strategic employment, prior to
his/her assignment.
It took three years of hard work to pave
the road for the current status of having a voluntary contribution from Germany to appoint
Senior Chief Petty Officer Lars Raabe as the
JWC CSEL. This was accomplished by a team
effort with input by those nations with fully established NCO Corps, training and education
for senior NCOs and those nations represented
in senior NCO leadership positions. It has been
a long endeavour to create conditions to allow the organization to believe and see the
benefit of such positions and the added value

“Communicating
frequently with
peers, sharing
information and
highlighting the
positive aspects of
being an intricate
part of a joint,
multinational
and multicultural
operating
environment is of
immeasurable
value.”

of a CSEL. This was due to multiple reasons,
such as national perception on NCO and their
training, individual and military culture, and
willingness to change. The employment and
numbers in ACO are more subjective to this
due to the tangible outcome and high engagement in various operations, whereas ACT is
more focused on doctrine, planning, development, warfare, and a less tangible outcome.
Nevertheless, the JWC NCO Corps accomplished a major milestone over the past two
years thanks to the great leadership within the
organization. With the full support and backing from Rear Admiral James A. Kirk, the Centre's former Deputy Commander and Chief of
Staff, the new JWC Military Member of the Year
(MMoY) Directive was implemented and recognised by ACT to be the standard to achieve
for MMOY nomination across the Command.
The rigorous process through which submissions are selected is the JWC MMoY Board,
designed to highlight the enormous impact

and achievements of the selected candidate
and prepare this candidate for the ACT MMoY
selection, completed its first cycle with the selection of U.S. Air Force Master Sergeant Julie
G. Hansen as the "2019 ACT Military Member
of the Year".
COHESION IS A KEY enabler for the JWC
NCO Corps. Over the past three years, the
JWC's former Senior Enlisted Advisor, Command Sergeant Major Philippe Devichi, prior
to the appointment of CSEL, built opportunities for the NCOs to gather, discuss, and exchange current practices, as well as to present
specific topics within their expertise and experience to the JWC NCOs. It is recognised
by the JWC NCOs that communicating frequently with peers, sharing information and
highlighting the positive aspects of being an
intricate part of a joint, multinational and multicultural operating and training environment
is of immeasurable value.
Additionally, during this past year, the
JWC NCO Core Team was created. The team
meets once a month and comprises of senior
NCOs of most branches and nations across the
JWC. This core group has the goal to ensure
that direction and guidance from Rear Admiral Jan C. Kaack, Commander JWC, is passed
down to all levels, and that issues and concerns
at the working levels are raised higher through
the CSEL, and that the NCO Corps development receives attention. This core team also
enhances cultural awareness and has an inclusive approach in line with the JWC's "One
Team" programme.
THROUGHOUT THE JWC, the many talents and contributions of professional NCOs
can be seen and felt every day. Our major exercises have seen NCOs step up and contribute to making the exercise a thorough success.
This was accomplished by teaching, mentoring, demonstrating, and adapting skills and
giving clear recommendations for leaders in
their decision-making processes. I would like
to take advantage of this platform to thank
each and every JWC NCO for their continuous
efforts to achieve JWC's mission and being truly the "backbone" of the organization. As stated
in the 2017 Bi-SC, the NATO NCOs are often
called the "backbone" of any military, committed to excellence. It exemplifies a high degree of military competency that is critical to
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the mission's accomplishment. This is pivotal
to advancing a greater technical, operational,
and strategic outcome in order to successfully
meet the increasing demands of an uncertain
environment. As you read through the additional articles and excerpts in this edition, this
reflects on your individual and collective accomplishment with pride.
Great training is available for NCOs
serving within NATO, and the JWC individual
training section facilitates this process for the
NCOs to enable all to seek training and continued development from opportunities that
currently exist throughout the Alliance and its
Partnership for Peace (PfP) countries. NATO
School Oberammergau offers quality courses,
such as the "NATO NCO Orientation Course",
that should be taken prior to a NATO assignment, or shortly after assuming a new post, and
is a must for NATO NCOs.
Subsequent courses such as the "Intermediate and Advanced Leadership Course"
are enablers of NATO NCO Corps' vision and
a great complement to national leadership curricula. A few NCOs also had the opportunity
to attend the course on International Leadership in a Multinational Environment, offered
by the Swiss Armed Forces College (Ed. Find
out more on page 96).
BELOW: Senior Chief Petty Officer Raabe, JWC
Command Senior Enlisted Leader (CSEL)

"For the first time in JWC history,
the Command Senior Enlisted
Leader will be capable of building
a command team approach with
the Commander."

ABOVE: The author, Master Warrant Officer Pepin, during a weekly NCO meeting at the JWC. Photo by JWC PAO

The JWC-experienced NCOs have also
been requested to teach on the above courses
demonstrating the professionalism and high
quality of the NCOs within our organization, which made a significant impact on the
deve lopment of future enlisted leaders. Those
individuals will be employed in the future
"JWC Professional Deve lopment Plan" that is
currently being developed by the newly appointed JWC CSEL.
Finally, NCOs across the Alliance have
an important role in educating NATO officers
and civilian personnel by sharing our technical, tactical, and operational competence and
experience. The hands-on experience of NCOs
is a driving force on the planning cycle for
operational/strategic decision-making, and
therefore, each NCO should seek involvement
towards every opportunity that is presented.
My advice is to continue to support ongoing
NATO initiatives by educating yourself, fellow
NCOs, your successors, and respective enlisted
personnel upon return to your nation.
THE STRATEGIC LANDSCAPE has changed
drastically in recent years and human capital
has never been more crucial. NCOs make up
approximately 75 per cent of NATO's military
force, and therefore developing and investing
in their capability cannot be ignored. If you are
not already doing this, I would ask you (NCO)

to get involved, demonstrate your experience,
exploit your full potential and seek the support from your chain of command, look out
for peers' development opportunities and be
actively involved towards your NCO community. I believe in an organization like the JWC,
where talented senior NCOs could augment
junior officer tasks that are often not filled during exercises. It allows junior officers to focus
on areas where they are more required for the
overall achievement of training objectives. This
is even more important in an international environment since each nation has different expectations from their NCO.
At the end of my NATO tour, shortened
by a year due to promotion, I was both proud
and blessed to have been part of the transformational period for the NCO Corps at the JWC.
The newly appointed JWC CSEL will enable the
organization to fully benefit from the talented
NCO within his ranks. At the same time, for the
first time in JWC history, the CSEL will be capable of building a command team approach with
the Commander. As an advisor and command
team, the CSEL will make a tangible difference
that will be noticeable in the very near future,
and will surely have a significant impact on our
organization/NCO Corps.
Non-Commissioned Officer!
You are to lead the way to the future! 
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