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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



[ife will be any casier for you thay it was
when you were an enlisted soldier, It
doesn’t mean you no longer have to
take orders. [t doesn’t mean you will
have more free time.

[t does mean that you will now have
the responsibility For maintaining nunit
standards and taking care of other sol-
This increased  responsibility
means that vou wiil work even harder,

diers.

accomplish more, and reap more per-
sonal sanslaction,

[t also means you will have to attend
by other NCOs o
officers 1o receive guidance or is-
sions. Then you wifl have to tell your
soldiers about a mission and cacl task
they must do to accomplish thal mis-
sion. You wiil ive 1o cheek their work
and sce thac it is finished, then report
the results to the NCO or officer who
gave you the job.

You will still have to take orders, and
you will be held responsibie for the way
your unit cdoes its job. You will be
responsibile for oftering sugeestions as
to how a job nught be done taster or
casier. And in cases where no guidance
is given, vou will have to figure out how
to do the job on your own, When you
see o job that needs to be done, vou will
do 1. This is called juitiative.

“Doing the job”” involves all sorts of
things. It means correcting soldiers who
do not perform properly, are out of
uniform, fail to salute, or are making
a nuisance of themselves, [t means
teading your troops in combat or on a
training excreise. [t means leading your
soldiers as they do unpleasant tasks
such as cleaning latrines or conducting
police call. [t may also mean reqairing
clerk-typists to work long, hard hours
50 that other soldiers can receive their
pay, take their leave, hive the supplies
they need, and have their personnel
actions completed,

Al of your jobs are important,
because you are the key link in the
entire chain of command.

Because you have additional respon-
sibility, vou are also given additional
authority. That authority is of two
basic types. The first is general military
authority, the same auwtharity all
officers, warrant oflicers, and non-
comnussioned officers hold, 1ts source

raectings  held

is ihe law, the Uniform Code of Miii-
tary Justice, Army regulations, and tra-
dition. The sccond type is delegated
authority, that specifically delegated to
you by the chain of command to do a
specific task or job.

Your authority will rarely be
challenged once you have carned (e
respect and contidence of the soldiers
in your uuit, because any soldier who
challenges  your authority
challenges the authority of the cutire
chain of command. And so long as vou
act responsibly and give orders that are
clear, legal, and realistic, you can be
confident that the chain of command
will give you the support you need and
back you up.

As a noncommissioned officer, you
must stwdy the regulations that affect
you personally- -uniform and barracks
regulations, for example, general
orders, training regulations, alert
instructions, weapons control regula-
tions, and others, If you do not know
these things, you will not be able to
explain them to your soldiers. Like-
wise, to be an effective NCO you must
know not only your own job but also
your soldiers’ jobs so that you can train
them and make sure they are doing
those jobs right.

One of the first attempts to define an
NCOYs respousibilities came in the
American Revolutionary Win, Baron
Frederick Wilhehn von Steubern, who
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wrote Reoufations for Order and 1ix-
cipline of the Troops of the United
Stares, published in 1779, said that an
NCO should be ““completely expert in
the exercise of anms and manenvers,
and possess an ability 1o teach.’” Ile
furtlier stated that each sergeant is
“responsible for the men committed to
his care; that is, for scemyg that otficers’
orders are carried out, [or teaching his
men the rudiments of soldiering, secing
that they are properly dressed and
responsive to  discipline, and lor
reforming his sguad in the confusion of
battle.”” The simtilarity between this
document and today’s Army policy is
very striking.

Von Steuben also said that once the
American soldier understood the rea-
son Tor semething, he did what he was
supposed to do very well. I helieve that
the same is true today. When one of
your soldiers does not perform well,
don’t just agsume that i’s because he
1s not a good soldier. Virst, ask yourself
it your ure doing something wrong.

There are no bad units with good
leadership, and there are no good units
with bad leadership- -at least not {or
long,.

What will your unit be like?
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