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changed. The selection of the M9

“hayonet system’” validates several of

the more popular and necessary uses:
The new bayonet is also a combat and
field knife, a wire and metal cutter, and
a saw. It would be unliattering and
undeserving, though, to relegate the
Bayvonet to its inglorious role as & ““util-

iy tool.” [t deserves a far better fate.

Ower Lhe centuries, the bayonet in its
various forms has accrued a special
charm. bEven now, o spite of all the
impressive technelogical advanees, it
remains the ultimate man-to-man
weapor, an intriguing quality indeed.
Recause of this aura, and its alt-round

uselulness, the bayonet is likely to be
with soldiers as long as they 2o forth to
battle. How could it be otherwise?

Rohert J. Berens is a retired Army colonel. H(;:\l_as
i platoon sergeant i Tunisia in Warld War i, a pla-
teon ferador with the 187th RCT on Koje Do tsland in
Karea. and later a rifle company commandar in the
A infantry Dvision. He also served as o corps puby
he affars officer in Vietnam,

The New Battalion CS\M

COMMAND SERGEANT MAJOR OTHEL TERRELL, JR.

When you walk into your first unit
as a battalion command sergeant
waior, you won’t tfind a road map that
shows the way to success. There will be
1o system that lays everything out for
you; nor will everything tall into place
automatically. Iow do you start
integrating  yourself into the main-
stream of your erganization?

In most cases, your brigade com-
mand sergeant major (CSM) will give
you an inbriefing, perhaps taking
several sittings to complete it. Nov-
mally, your senior CSM will ask vou to
tell him about yourself and your mili-
tary background. This 13 his way of pet-
ting to know you.

Your commander will also give you
aninitial briefing., Approach this sitting
with caution, because the outcome can
set the pace that will 1ead to a success-
ful tour of duty, or it can start yot on
a downhill slide that will be almost
impossible for you to recover fromnn.

During this briefing, i is important
that you take notes and ask questions.
If the commander does not mention
some of the subject areas you are con-
cerned about, clarify these things at
that time, and make notes on the issues
vou feel can wait for another day.

When these initial briefings are over,
ask yoursell some questions. What did
1 get Tron them? What are my priori-
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ties, and how will they affect my lack
of knowledge in some of the arcas men-
tioned? You must make your decisions
on the basis of your experience as a {irst
sergeant and a platoon sergeant, in
addition to your formal military educi-
tion. Your real help will come from
your staff NCOs. If you are reluctant
{or too shy) to seck their hielp, you are
going to have some rough days ahead.

USE STAFF NCOs

First, take the Hst of priorities you
made while talking with your com-
mander and start sorting these items
itto arcas, such as individual training,
support, maintenance, and administra-
tion, Then, to find out about cach of
these arcas, ask the NCO who is
responsible for it to briet” you.

Once you have been briefed by the
various staff section NCOs, you will
then have the facts you need to conduct
your first staff meeting, and you should
schedule it for a time when all of the
appropriate personnel can be present.

Concurrently, once the individual
unit first sergeants have completed
their briefings to you on their day-Lo-
day operations, and you have had an
opportunity to visit them and look at
their units, you should have some con-

cept of what you need to talk to themn
about in your first meeting with them.
it may be a good idea to discuss some
short termy goals and concentrate on
some ideas that require immediate
respPoNSes.

These are some arcas you should
focus on from the very beginning:

* Soldicrs™ appearance.

¢ Quality of life (billets).

s [ndividual training.

o Taking care of soldicrs,

* Command
cedures.

The quality of life for soldiers living
i the billets should be high on your list
of priorities, and it you find yourself in
the midst of a cohesive group of first
scrgeants, consider yourself lucky, take
advantage of it, and capitalize on their
knowledge and expertise.

As a CSM in your first battalion-size
unit, your focus should be divided into
a number of arcas, but you must cor-
ral them and make them work as one.
Your commander’s programs and
projects, for instance, will usually vary,
and his leadership style may also vary
as changes occur. No matter what pro-
ject or program you are asked to pro-
vide feedback on, however, you should
never be afraid to go back to the com-
mander to verily details, If you are
verifying policies or working on a brief-

policies and pro-



ing, dan’t forger that you are nor the
only one with policies; you inay waul
1o research the current SOPs or discuss
the contents ol the old ones with your
[irst sergeants or senior stalf NCOs,
Yicn you that

several variables, you may clect wo

discover there are
bramstorm the issues and get some pos-
sibile solutions.

(in most cases you will tind SOPs
that need to be updated, A CSM should
require that the unic's NCOs be faml-
inr with standing operating procedures
that aifect the unit’s nussion and the
welfare of its soldicrs and thewr family
mentbers. A unit should review ity
SOPs semiannually and upyprade the
standards).

When vou advise vour commander
on a problem you loresce, you should
also present a ntumber ot aiternatives as
possible solutions, Most commanders
want their subordinates to be abjective
and 1o present solutions that arc tangi-
ble and obtainable. That is why you are
there. Most comunanders
mnovative ideas that correct, alier,
upgrade, and increase the unit’s proli-
ciency. Your commander expects you
to look out for the welfare of the
enlisted soldiers and to help him cusure
that subordinate units have initiated
sound plans,

[t is important that you establish a
solid working relationship with your
commander, because such a relation-
ship contributes to the morale, dis-
cipline, and esprit de corps throughout
the command. There are some DOs and
DON'TS that you should concentrate
on:

* B¢ hounest,
courleous,

* Don’t put your comumander on the
spot.

¢ Keep him informed.

* Dou’t try to wear his rank.

* Show respect to subordinates and
therr family members,

« Be tactful in your dealings with
Cveryone,

welcome

professional, and

e Support your commander within
the himits of the law.

When comnanders allow for non-
commnissioned officer input, a unit can
generate some good traiming plans, and
acommand sergeant major can play an

impartant role in this at batalion level.
This inpul must be evaluated on the
basis of the unit's mission, Before you
olfer advice, however, you should ask
vourselt the following questions con-
cerning the nlan vou are proposing:

« Will this training change, correct,
alter, or upgrade unit proficiency?

« What will be the value of this
trafning”?

s Will it improve the quality ot lite
n the community or troop living area’?

= Will it improve the training
COnIoNns?

o Will it help the unit by using
resources efficiently?

* Do these tasks relate to the unit’s
current mission essential task list?

Whatever systeni you use, iry to give
your cornmander some justification for
your decision, Weiply all the factors,
negative and positive, before present-
iny your professional advice,

You must work into the battalion’s
training plan some training that will
increase the proficiency of your stafl
NCOs, because when a subordinate
unit needs help, the staft sections
should be proficient enough to render
that support. If your staft NCOs are

weak, your subordinate units are going
to be handicapped, and your unit
evilluation progrant will not be effec-
tive. You can creale a strong leader
fraising program by improving the
proficiency of the staff MCOs so that
they can train their own soldiers. in
other words, train the trainer.

Look at your plans and figure out
how to formulate a system by using the
appropriate manuals. Creativity and
imnovative ideas are precions commocddi-
ties. There are many ways 1o do a task,
but training becomes digesiable onty
whien soldiers have a good understand-
ing ol the basics.

No two leaders will approach the
training process using the same tech-
nigues, and training the trainer is not
a problem in most unirs. Having the
tinnie to train your soidiers, however,
often is a problem. The challenge is Lo
be able to put together a training pack-
age that will enable you to train them
on the individual skills that will rein-
force the unit’s collective training.
Adter that, your primary role will be to
help implement the training that is on
the schedule.

A battalion command  serpgeant
major and the company first sergeants
shiould train one level down and inspect
the training at all fevels, When subor-
dinates sec that their leaders are
enthusiastic about training and training,
objectives, an atmosphere will be
created in which they will learn better,

When you develop an inbrieling pro-
graot [or new NCOs, you must have
both long and short range goals. An
example of a short range goal would he
to establish an initial briefing {ormat
that 15 casy to follow and that will be
effective for newly assigned soldiers.

Too etten, when an NCO reports to
aunit, nobody in the immediate chain
of command takes the time to brief him
until he makes a mistake. 1F you allow
this 1o occur, you are sctting the NCO
up for the kill, and he will have a hard
time recovering. So start somewhere.
(et his attention and give him some
puidance. You can judge a unit's
HIProcessing prograut in siost cascs by
the way yorr were processed into that
same unit.

You must be careful, however, not o
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your unit.  Just
asstme vour leadership role and start

be critical of new
working toward iniproving, your spoti-
sorship program. The mbrieling s 4
beginning. [t i1s the basis for most of ithe
actions that can be formulated and car
ried out using an established standing
operating procedure,

[he tirst thing you will need to do
durine an inbrieting is to clear the air
onexpectations, Mostsoldiers want to
hear what yvou expect of them and whal
they can expect ol you.

Fnlisted evaluation procedures and
rating schenies should always be a part
the initial for NCOs,
because the NCQOs in charge of soldiers
have to be prolicient in administering
these reports. The Noncommissioned
Ofticer Professional Devclopment Pro-
eram starts when you dassume your
duties and never ends.

There are many factors that will
atfect the NCQOs’ perception of how
well you witl support thent. You should
be straightforward with ali of thent.
But never promise thent something you
don’t have the authority to deliver.

Noncommissioned  officers must
understand, too, that if they get into
trauble in certain areas, they should not
expect any help from you, except to
seek sound legai advice. Some of these
arcas are drug and afcoliol abuse, vio-

of brieling

faon ol integrity, nisappropriation of
povernment property and equipment,
using rank for sell gain, child neglect or
abuse, fualure to correct or
unsale conditions, and commiiting an

report

unsafe act that endangers the lives of
sotdiers, Family meibers, or innocent
civilians, It is important 1o sef the ree-
ord straight on this in the beginning.

Remember, too, that vour NCOs will
require enlisted evaluation reports.
Once again, the counscling process
must take place at the same time the
responsibility for areport is {ixed. You
should look at the rating scheme and
verity the appropriate rater and
endorser for each NCQ, If this is not
done, too olten their evaluation réports
will not be submitted when they should
be

It vou are highly motivated, you will
have no problems when you walk into
that lirsy assignment as a battalion
command sergeant major. liven il there
are signs that the NCO leadership is
poor, most NCOs react well to new
leadership. In many cases, they are just
waiting for an opportunity to respond
to leadership that is geared to the bet-
terment of the unit and to taking carce
ol soldiers.

Too often, though, we as teaders do
not have the moral courage to stand up
and be responsive to our soldiers’

needs: nor do we set aside the time to
let them explain their problems. You
will Tind that the higher up you are in
the chain, the less you know about the
internal probloms in your units. Soifa
soldier has the courage to walk up to
your headquarters and ask to speak
with you, he should be given permis-
sion to do so i complete privacy, 1f
vour subordinates know that they can
present a problem to you and you will
listen to them, you are on the road (o
success as a leader.

But after you listen, you should also
follow up on those problems, acting as
an arbitrator wherce it is necessary, cor-
recting a misunderstanding or misin-
terpretation of Army policy, or seeing
that anything necessary s done to help
sojve a family problem that may be
involved.

Young motivated soldicrs want to be
chatlenged to do their best. This desire
to excel can be reinforced with positive
leadership and mentorship.

These things, and more, are just part
of the job of a battalion command ser-
geant major.

Command Sergeant Major Othal Terrail, Jr,, is com
mand sergeant major of the 4th Brigade, 3d infantry
Division, in Germany. He served in Vietnam with the
3d Battalion, 187th Infantry, 101st Airborne Divi
sion. He holds a master’s degree from Central Michi-
gan University.

Thoughts for New Sergeants

The Army’s noncemmissioned offi-
cer corps traces its hloodline back to the
Continental Army ol 1775, 'The gquali-
ties sergeants had to have then were the
same ones serpeants have to have
today- -honesty, sobricty, attention to
every point of duty, neatess in dress,
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the ability to command respect and
obedience from soldiers, expertise in
their jobs, and an ability to train their
subordinates.

[t you have just become a sergeant,
you march in the footsteps of all the

noncemmissioned officers who have

gone before you, and the Army offers
you a full life if you are a true profes-
sional, The more you strive Fov profcs-
sional cxpertise, the more you
contribute to the Army, your soldiers,
and your own satisfaction.

Being o sergeant doesn’t mean that



