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PREFACE

Since it was created in 1775, the US Army has had effective leadership.
Our history is filled with examples of men who, in this nation's times of
need, have led our Armed Forces successfully in eonflicts throughout
the world. Regardless of how these men came to be good leaders, their
actions reflected certain fundamental truths concerning the leadership
of men. These truths have evolved into what we have come to know az the
prineciples of leadership—eleven basic guidelines which have stood the
test of time for use in leading men.

Despite the constancy of these tried and true principles, the techniques
by which they are applied cannot remain unchanged. They must be
systematically reassessed, modified, and improved if we are to lead
effectively. The soldier of today is not the same as the soldier of
yvesterday, and the soldier of tomorrow will also be different. The
leadership techniques that we apply must reflect an expanded recogni-
tion and understanding of this fact and take fully into account the
soldier's increasing level of education, hiz changing attitudes and
values, and the complex social pressures bearing on him.

This is not to imply that our leadership goals have changed. Our Army
has been and must always be mizzion-oriented. Thus, our ultimate
objective—our primary leadership goal—must continue to be mission
accomplishment. Thiz goal, however, iz fully compatible with a leader-
ship approach that includes reasonable consideration of the men being
led.

Any mission-oriented organization operates on the basis of authority
vested in specific persons. True leadership, however, is the art of
gaining influence with others without the exercise of physical force or
reliance on autheority. Stated another way, it is the ability to cause
others to willingly accept specified goals as their own and to work
wholeheartedly for the achievement of those goals. One factor that
affects a person’s ability to gain influence with others is the position he
holds within the group, together with the authority associated with that
position. However, this is but a single element in the total leadership
equation. Leadership that iz based primarily on position and authority
and is lacking empathy will, in the long run, prove ineffective.

The military leader is ultimately responsible for any decisions that are
made. He also must take into full account situational factors influenc-
ing the accomplishment of hiz mission. Consequently, there are times
when he necessarily must be directive in his approach. Because mis-
gions are accomplished by people, success or failure hinges generally on
the leader’'s ability to identify intelligently with others, to understand
the “why" of human behavior, and to translate that understanding into
appropriate leadership techniques. A leader need not be a psychologist,
but he must have a clear valid understanding of his men and of their
attitudes, aspirations, and motivations. To lead well he must strive
constantly to maintain the best posszible balance between consideration
of the needs and goals of his unit and the needs and goals of the men of
whom it is comprised.
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Over the past two decades there has been a great deal of research
econducted in the field of leadership. We now know much more about
individual and group behavior, the forces that motivate people, human
relations, and the role of the leader in influencing his men. Diligent
study and careful analysis of this pool of research-based knowledge will
provide many ideas for innovative improvement of the technigues by
which we apply the prineiples of leadership. Thus armed, today's leader
will be far less reliant on a trial-and-error approach than were his
predecessors.

This text iz not intended to be the final answer to leadership in the
Army, but to serve as a foundation upon which all leaders can build.
For this reason a bibliography is provided for further reading and
study.

Users of this manual are encouraged to submit recommended changes
or comments to improve it. Comments should be keyed to the specific
page, paragraph, and line of text in which the change is recommended.
Reasons will be provided for each comment to insure understanding
and complete evaluation. Comments should be prepared using DA Form
2028 (Recommended Changes to Publications) and forwarded direct to
the Commandant, US Army Infantry School, Fort Benning, Georgia
31905.
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INTRODUCTION

The Army needs professional leaders whe have high standards, who
possess great skill in their roles, and who are willing to study and learn
to achieve their full potential. Being a military leader has always been a
tough, demanding, but rewarding job because of the high standards and
responsibilities involved. The challenge facing today’'s leader is greater
than ever.

Rapid technological and =ocial change have created a highly complex
leadership role for the professional soldier. While today’s young soldier
is as effective a fighting man as our country has produced, he is more
challenging to lead for two reasons: (1) the complexity of the skills he
must be taught in order to perform his duties; and (2) his variant
values and attitudes, brought about by the rapidity with which social
change has taken place in the past 15 to 20 years. The serviee school
gystem and the instruction of junior leaders in training management
help meet the first aspect of the challenge. Because of the latter reason,
however, leaders often have difficulty in understanding and communi-
cating with their followers and vice versa. Technological advances in all
communication media, especially television, have made the young
soldier of today more knowledgeable of what is going on in the world
than his predecessors. He has also been taught in school to think more
for himself and to question anything which is not clearly based on logie
and reason. Finally, he is the product of an affluent society—one which
has provided him with more material things and has given him more
freedom of action than ever before.

All these factors dictate that the military leader must have a better
understanding of individual and group behavior and be more proficient
in the execution of his total responsibilities. Such professionalism is
developed in many ways, but a key element is the willingness tostudy.

PURPOSE AND SCOPE

The purpose of this publication is to provide the military leader with a
basic reference for the study of individual and group behavior and the
principles and techniques of applied leadership. There is no standard
solution to becoming a good leader, and none will be presented here.
Leadership is intangible, hard to measure, and difficult to describe.
However, by understanding and applying what is presented here, the
leader will understand what motivates his subordinates, and will de-
velop a perzonal framework for leadership.

A basic understanding of human behavior is a prerequisite to good
leadership. Although the study of suecessful leaders is helpful and can
provide a background to assist in forming an individual leadership
style, each leader must recognize that he cannot completely adopt the
style, method, or attitude of another man and expect to be totally
effective. In recent vears, a wealth of new information in the field of
human behavior has been developed through both military and civilian
efforts. The material presented here is a condensation of this new
information and represents the latest thinking concerning the relation-
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ship between human behavior and good leadership as it applies to the
military.,

In addition to behavioral research, the Army has condueted a number of

AN UNDERSTANDING
OF LEADERSHIP
PRINCIPLES AND
HUMAN BEHAVIOR |

-

studies to determine the type of leadership required for today, as well as
for the future. These studies eritically examined the time-honored
principles of leadership in an effort to determine their continuing
worth. All of the studies concluded that the leadership principles are
still valid. They also indicated, however, that it is necessary to better
prepare our leaders in the area of human behavior and motivation so
that the principles can be more effectively applied. A good understand-
ing of leadership principles and the “why” of behavior, coupled with
improved application of leadership techniques, will assist each leader to
meet the high standards required today.

COMNCEPT

The concept of leadership for the United States Army is based on
accomplishing the organizational mission while preserving the dignity
of the soldier. This requires that a continuing effort be made to
maintain a proper balance at all times between fulfillment of the goals
of the organization and the needs and goals of its members. Leadership
behavior must be, therefore, flexible in technique and personal in
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application to motivate the soldier, promote and maintain a high state
of diseipline and responsiveness, and develop a combat-effective unit.
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The ultimate objective of leadership in a military organization will
always be the successful accomplishment of the mission. In striving to
achieve this goal, the leader must accept full personal responsibility for
all his decisions and must eontinually assess the situational environ-
ment in which he is operating. Situations may arise in which the leader
must take a directive approach and limit to varying degrees the extent
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to which his subordinates participate in the decisionmaking process.
Even then the needs and goals of the soldier should not be ignored. The
leader always must keep uppermost in his mind that unit missions are
accomplished by the people who comprise the unit. If they are to
contribute willingly and wholeheartedly to the accomplishment of those
missions, the leader must always exert every reasonable effort to
consider their needs.

Too often leaders focus their efforts on short-range goals at the unneces-
sary expense of their subordinates. In the long run this can be detri-
mental to both the soldier and the unit. Effective leadership is, on the
other hand, accomplishing the mission with a minimum expenditure of
time and effort and an appropriate balance between unit, group, and
individual needs and goals.

LEADERSHIP DEVELOPMENT

Developing leadership ability is a twofold task. The first task—that of
learning the principles and techniques of leadership and the aspects of
human behavior—can be accomplished in an academic environment
through the use of textbooks, case studies, ‘and role-playing exercises.
The second task—that of applying what has been learned—can take
place only in a real-world environment. The two tasks'complement and
reinforce each other. The leader, after studying, can apply his knowl-
edge in his unit, whether in the field or in garrison. If situations arise
which pregent him with difficulty, he should return to his texts, get
guidance from his superiors, and discuss the problem with others. Only
in this way can he profit fully from his experience and achieve
maximum improvement,

At the same time he is learning more about human behavior and how to
apply that knowledge, the leader must increase his tactical and techni-
cal proficiency. In the long run, professional job competence is an
absolute prerequisite to truly effective leadership and to gaining influ-
ence with subordinates, peers, and superiors alike. Only through the
simultaneous development of his skills in both areas can the leader
mold the men for whom he is responsible into a willing, responsive,
motivated team, capable of efficient operations.

For a leader to achieve his potential, he must have the opportunity to
exercise his skills. The junior leader especially must be given the
opportunity to use his own initiative even though mistakes due to lack
of knowledge and experience, as well as errors in judgment, may occur.

- Senior leaders, because of their greater experience and their desire to

insure that the job is done right the first time, too frequently do the
junior leader’s job for him. The junior leader will not improve, however,
unless he is given an opportunity to perform on his own. This opportun-
ity should be granted during training on routine tasks, where possible,
to prepare him to act in critical situations where lives could be lost or
equipment damaged and destroyed. The senior leader who fails to grant
his subordinates the opportunity to learn by experience is negligent in
fulfilling one of his most important responsibilities—that of developing
effective leaders who will eventually replace him.

ORGANIZATION

This publication is based on the concept that a leader can study and
learn to make himself a better leader. Part I deals with the funda-

 mentals of leadership, emphasizing the leader’s expected behavior and

personal standards. Part II is primarily devoted to a study of the
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behavior of subordinates, both singly and as a group. Part III inte-
grates the information previously presented into a discussion of some
of the processes and procedures used by the leader to accomplish the
mission. Part IV presents the major contemporary issues facing Army
leaders and Part V presents a number of situational studies.:
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In military as well as in civilian usage, the
functions of command, management, and lead-
ership become a gquestion of interpretation due
to their interrelationship. To enable each leader
to begin the study of leadership with a common
foundation, it is necessary to understand these
terms, their definitions, and their relationship
in the Army.

COMMAND

COMMAND IS THE AUTHORITY A PERSON
IN THE MILITARY SERVICE LAWFULLY
EXERCISESOVERSUBORDINATESBY
VIRTUE OF HIS RANK AND ASSIGNMENT
OR POSITION. What does this mean to the
officer or noncommissioned officer? It provides
the legal basis for exercise of the broad activi-
ties of leadership and management and is de-
rived from the position to which he is assigned.
Command is based primarily on authority dele-
gated through the chain of command. Authority
is the legitimate power of a leader to direct
those subordinate to him or to take action
within the scope of his position. Responsibility
is an integral part of the leader’s authority. All
Army men are morally and legally accountable

for their actions. Additionally, leaders are re-
sponsible for exercising their authority to ac-
complish their mission.
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The puidelines for the responsibility and au-
thority exercised by officers and noncommis-
sioned officers come from regulations,
manuals, orders, and other directives: but these
do not cover all situations. There are times
when a leader must decide on & course of action
without the help of guidelines. In these situa-
tions the guide lines for the commander's or
leader's authority are solely his ability to judge
what is right. He then exercises responsibility
and authority based on his personal judgment
and experience.

What is the relationship of the leader to respon-
sibility and authority? At all levels of
command, the leader is responsible for what his
men do or fail to do, as well as for the physical
assets of his unit. He is responsible down the
chain of command for his subordinates and up
the chain of command for mission accomplish-
ment, He has the authority to direct his men's
actions toward the accomplishment of missions
assigned by superiors and to generate activities
such as training and maintenance which will

/-

management

:-.1‘ ;
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..INDIRECT INFLUENCE
ON SUBORDINATES

prepare his unit to accomplish its missions. The
leader’s responsibility and authority de, how-
ever, differ in degree depending on his position.
If the proportion of resources alone is consid-
ered, it is obvious that with higher position
greater responsibility and hence more authority
to meet this responsibility is realized. Because
of the Army's system of advancement, the in-
crease in responsibility and authority go hand-
in-hand with increased experience and higher
rank.

The commander is responsible for attainment
of the numerous goals of his organization. To
attain them, he must use good leadership tech-
niques in dealing with his men and good man-
agement techniques in organizing and
providing the resources necessary to ae-
eomplish the mission.

MAMAGEMENT

Management is defined as: THE PROCESS OF
PLANNING, ORGANIZING, COORDINAT-
ING, DIRECTING, AND CONTROLLING RE-

leadership

s 1))

kL
PERSONAL EFFECT
ON SUBORDINATES..



SOURCES SUCH AS MEN, MATERIAL,
TIME, AND MONEY TO ACCOMPLISH THE
ORGANIZATIONAL MISSION.

As can be seen from this definition, the com-
mander is involved in all organizational aetivi-
ties. When a commander is unable to personally
supervise each activity, he delegates his author-
ity and thereby uses his subordinates to assist
him in the acecomplishment of the mission.

Management

Of the resources available to the manager, men
are the most important. This resource is the
foundation for the employment of the other
resources. The manager uses the process of
leadership to control this critical resource.

LEADERSHIP

There are many definitions of the term leader-
ship. These definitions have two common ele-
ments: the accomplishment of a mission or task
and the influence of one man, the leader, on
another man or group of men. If these defini-
tionsarecombined into one whichdirectly
applies to military leadership, we can say that:
MILITARY LEADERSHIP IS THE PROCESS
OF INFLUENCING MEN IN SUCH A
MANNER AS TO ACCOMPLISH THE
MISSION.

Leadership involves the personal relationship
of one person to another, the ability of a com-
mander to use his personality to directly influ-
ence his subordinates to accomplish a mission.

Ideally, the process of leadership would get the
willing eooperation of subordinates through
persuasion. Persuasion does not mean that the
leader takes a vote to determine the unit's
course of action or that his decision is open to
argument from his subordinates. It means that,
because of the leader's sound judgment, knowl-
edge, and personal relationships with his men,
he is able to direct his men's attitudes as well as
their behavior, toward the attainment of organi-
zational goals. Because of the Army's combat
mission, and the characteristics of subordi-
nates, persuasive leadership alone is not always
effective or appropriate. It iz sometimes neces-
gary to apply & more authoritarian form of
leadership in combination with persuasion.

How do leadership and management relate? At
lower levels, leaders lead primarily through
face-to-face dealings with their men. They are
also managers, but most of the physical re-
sources they use are controlled from a higher
level within the chain of command. For exam-
ple, the squad leader devotes most of his efforts
toward influencing people and only a small
portion of his efforts toward managing materi-
als and time,

As a leader moves up the chain of command, the
size of his unit increases but his direct influ-
ence on the actions of the unit decreases. For
example, it is difficult for a company com-
mander to personally influence all of the men in
his unit, He can, however, by working through
his staff and subordinate leaders, influence his
unit to accomplish the mission. He uses leader-
ghip in dealing with his subordinate leaders by
personally influencing their actions. Through
their actions he gets things done.

As a man gaing a higher position, he increases
the extent to which he must u=e all of the
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resources. For example, a mechanized infantry
battalion commander is responsible for a large
number of vehicles of various types. He cannot
personally supervise all aspects of the mainte-
nance program to insure that the vehicles are
combat ready. He can, however, by working
through his motor officer and other subordi-
nates, insure that his vehicles are properly
maintained. The battalion commander manages
hisvehicle resources through hisehain of
command and staff who in turn must supervise
the mechanics and drivers who actually
perform the maintenance. The battalion com-
mander insures that this is done by personal
spot checks, reports, and inspections.

SUMMARY

A commander must wear two hats—he must be both a leader and a
manager. He will not sueceed if he does not exercise leadership when
dealing with his subordinates and does not properly manage the re-
sources of his organization. Because the leader must use people to
employ time, material, and money, he must be able to influence them to
accomplish the organizational mission. A leader must not only adhere
to the prineiple of leadership, but he must understand the “hows” and
“whys" of his men’s behavior, and of his own as well. This manual will
emphasize the leadership aspects of command.
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TRAITS

When a study of the personalities of a group of
successful leaders was conducted some time
ago, fourteen traits were identified as common
to the group. Possession of these traits by itself
does not guarantee success, but apparently they
are most desirable in all leaders.

Although these traits are a good guide for the
desirable personality development of a leader,
the mission, the personalitiez of subordinates,
and the situation will have a direct effect on

which traits the leader must apply. They are not
all-inclusive, but serve as those which are most
desirablein a military leader. The traits are:

Bearing Integrity
Courage (Moral and Physical) Judgment
Decisiveness Justice
Dependability Knowledge
Endurance Loyalty
Enthusiasm Tact
Initiative Unselfishness
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BEARING

A man's bearing is his general appearance,
carriage, deportment, and conduct. The bearing
of the leader establishes the standard which
affects subordinates, peers, and superiors. His
carriage should be upright, his general appear-
ance and condition of his clothing and equip-
ment exemplary. His appearance and manner
should reflect alertness, energy, competence,
and confidence. Through the control of voice
and gestures he can exert firm and steadying
influence over those around him. Few things
can steady the morale of troops more than the
realization that their leader, with full knowl-
edge of the difficulties of a situation, neither

-2

looks nor acts worried. Good leaders know that
their apparent confidence in themselves, their
troops, the equipment, and the outcome of a
gituation is reflected in their men.

Frequent irritation, loss of temper, and vulgar
speech indicates a lack of self-control or self-
discipline. A leader who cannot control himself
cannot expect to control others. The job of a
leader frequently requires that he make verbal
corrections. To use profane or obscene language
or to talk down to subordinates, especially when
giving orders, risks friction, resentment, quar-
reling, and even insubordination. Men resent
being sworn at by their leaders. They feel, and
rightly so, that immoderate language is more
often an expression of anger directed at them.

Avoid verbal condemnation of an entire group.
It is unlikely that the leader will have an entire
unit which deserves wholesale reprimand or
punishment. The resentment created in subor-
dinates that are unfairly included in mass dis-
ciplinary actions makes this an unsound
practice.

Like profanity, sarcasm and irony often leave
men in doubt as to exactly what the leader
means. Even a bantering tone should not be
used often. The American soldier is often too
accustomed to wiseeracking to resist replying
in the same manner when he is on the receiving
end of such remarks. At the same time, any wise
leader will know that in some circumstances a
certain amount of joking is helpful. During
periods of exhaustion and discouragement,
humor may impart confidence or relieve ten-
sion. Often humor is well received as a means of
implying sympathy and understanding or coop-
eration in the midst of difficulty. This method
is very effective when employed by those leaders
who display great dignity.

Dignity is also an essential element in the
leader's bearing which should not be aoverlooked.
It implies a state of being honorable and re-
quires the control of one's actions and emotions.
Aleader who makes a spectacle of himself
through loudness, drink, or drugs quickly loses
the respect of his men. To develop good bearing
a leader should coneentrate on achieving and
maintaining the highest standards in appear-
ance and conduct.

COURAGE

Courage is a mental quality that recognizes
fear of danger or criticism, but enables a man
to proceed in the face of it with calmnesz and



firmness, It is a quality of mind that gives a
man control over fear, enabling him to accept
responsibility and act properly in a threatening
gituation. Courage exists in a moral, as well as
a physical sense. Moral courage means knowing
and standing up for what is right in the face of
popular disfavor. A leader who has moral cour-
age will admit his errors, but will enforce his
decisions when he is sure he is correct. To help
attain and demonstrate courage, the leader
gshould study and understand his reactions to
fear and control his fear by developing self-
discipline and calmness. He must be orderly in
his thought process and take ecare not to exag-
gerate adversity. He must stand for what is
right in the face of popular disagreement and
accept blame when he is at fault.

DECISIVENESS

The leader should be able to make decisions
promptly and to state them in a clear, forceful
manner. Many situations have more than one
solution. The wise leader gets all the facts,
weighs one against the other, then calmly and
quickly arrives at a sound decision. Decisive-
ness is largely a matter of practice and experi-
ence. The leader should also keep in mind that
many sound ideas originate at the subordinate
level. He should solieit opinions of his subordi-
nates when appropriate. A positive approach,
little waste of time, objeetivity, timely analysis,
and sound evaluations of opinions made by
others all contribute to the development of deci-
siveness in the leader.

DEPENDABILITY

Dependability, the certainty of proper perform-
ance of duty, is a quality the leader must de-
velop. A dependable leader can be relied upon to
earry out any activity with willing effort. This
willing and voluntary support of the policies
and orders of the chain of command does not
mean blind obedience. Most commanders will
listen to the suggestions of their subordinates,
but once the rommander makes the final deci-
gion, the subordinate must give it his complete
and energetic support.

The leader who has a high sense of duty will
continually put forth his best efforts in an
attempt to achieve the highest standards of
performance. He will also subordinate personal
interests to military requirements.

FM 22-100

ENDURAMNCE

Endurance, the mental and physical stamina
measured by the ability to withstand pain, fa-
tigue, stress, and hardship, is akin to courage.
It is an important quality of leadership which
leaders must have if they are to merit the
proper respect from subordinates. Subordinates
may view a lack of endurance in a combat
situation as cowardice. Likewise, the leader's
lack of endurance makes him a liability rather
than the asset he should be. The leader sets the
standards for a unit most effectively by exam-
ple. The leader must display an acceptable, if
not superior, level of endurance. He may de-
velop his endurance and stamina by regular
participation in strenuous physical and mental
activities. Frequent self-administered tests can
give the leader a measure of his endurance
level. Self-discipline and fortitude are essential
in developing and maintaining endurance.
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ENTHUSIASM

Enthusiasm iz the display of sincere interest
and zeal in the performance of duties. This
requires the leader to be optimistic and cheer-
ful. The leader must, therefore, willingly accept
the challenges of his profession and determine
to do the best job possible. This attitude, when
developed, helps create a good unit. Whether in
training or combat, enthusiastic troops are very
helpful in accomplishing the mission. A most
important step in instilling enthusiasm in men
is explaining the “Why™ of the leader's actions.
If soldiers believe in, and understand a mis-
sion, they usually do their best to accomplish it.
To avoid becoming stale, set azide a brief period
daily to relax. Capitalize on success. Enthusi-
asm is contagious and nothing will develop it
more than the suecess of a unit or an indi-
vidunal.

INITIATIVE

Initiative, or taking action in the absence of
orders, is often required of leaders. Men develop
respect and trust for a leader who meets new
and unexpected situations with prompt action.
One way to encourage initiative in men is to
assign them tasks commensurate with their
grade and experience level. This allows them to
work out the details and complete the tasks.
This method frees the leader from a number of
details so that he can devote more time to
monitoring the activities for which he is respon-
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sible. Closely associated with initiative is re-
sourcefulness, the ability to deal with a
gituation in the absence of normal resources or
methods. Under combat conditions, the unex-
pected is often encountered. In these situations,
failing to act cannot be excused. When normal
resources do not support a situation, another
method must be found to solve the problem.

The ability to anticipate future unit missions is
also important. A leader who spends much of
his time reacting to situations or “putting out
fires" rather than anticipating and planning
ahead often finds himself unable to lead his
unit efficiently.

Caution, judgment, and discretion must be used
in reaching deecisions. To aid development of
initiative, stay alert, try to recognize the task
that needs to be done, and then do it. Use
available resources efficiently.

INTEGRITY

The uprightness and soundness of moral prin-
ciples, the quality of truthfulness and honesty
describe integrity. In the military, the lives of
thousands are placed in the hands of a few
leaders. These leaders must have unquestiona-
ble integrity. Honesty, sense of duty, and moral
principles must be placed above all else. Reports
from the small unit leader to the highest head-
quarters must contain true facts because the
seemingly unimportant report might have great
effect. Sound estimation and planning at high
levels are impossible without accurate informa-
tion supplied throughout the chain of commanad.
A leader who proves himself unreliable or of
questionable integrity has no place in the mili-
tary.

JUDGMENT

Judgment is the ability to logically weigh facts
and possible solutions on which to base sound
decisions. Anticipation of situations, avoidance
of hasty decisions, and the application of
common gense will insure success in most sito-
ations with which the leader is confronted.

Technical knowledge plays an important role in
many judgment situations. The lack of techni-
cal expertise in a given situation may turn
what would ordinarily be a sound decision into
a disaster. The leader who always appears to
make sound decisions is the one who has per-
sonal knowledge or the presence of mind to
confer with experts about those subjects in
which he lacks knowledge. Often a sign of good
judgment is knowing when to ask a gquestion.



Many inexperienced leaders fall victim to the
old saying, “If you ask a silly gquestion, you'll
get a silly answer.” It would be more correct to
adhere to the saying, “The only silly question is
the question not asked.”

JUSTICE

The military leader gives reward and punish-
ment according to the merits of the case in
question. Impartiality is necessary in all situa-
tions requiring a judgment. Prejudice of any
kind eannot be accepted. Each decizion made by
a leader is a test of fairness which is observed
by subordinates and superiors alike. A careless
mistake can destroy a reputation of fairness
that took months to establish. When confronted
with a situation requiring justice, the leader
must be fair, consistent, and prompt. In in-
stances involving discipline, individual consid-
eration must be given in each casze, Although
cases may appear similar, no two are exactly
alike. The persons, situation, and circumstan-
ces are peculiar to each case. In some situa-
tions, mass punishment may appear to be the
answer. Even in the case where guilt is obvious
in each member of the group, they should still be
dealt with singly.

Justice also has a positive effect in the form of
awards and decorations. The effective leader
does not fail to recognize subordinates who are
worthy of commendation or award. The leader
who uses nothing but punishment will destroy
his unit's morale. Additionally, the leader who
establishes favorites is just as destructive to
unit morale as the one who only punishes.

KNOWLEDGE

The leader should develdp a program of learn-
ing to keep himself abreast of current develop-
ments in his military specialty, comman d
policies, and his local and world communities.
Field manuals, training directives, after-action
reports, Department of the Army reading lists,
magazines, newspapers, and periodicals are
valuable aids towards this goal. Serious discus-
gion, research, and experience also contribute
to broadening the leader's knowledge.

LOYALTY

Loyalty is the quality of faithfulness to
country, the Army, seniors, subordinates, and
peers. The confidence and respect that can be
gained from superiors and subordinates is im-
measurable. Conversely, the damage resulting
from a lack of loyalty is immeasurable. A
leader's reputation spreads far and wide when
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it is based on his actions to protect his subordi-
nates from abuse. Yet, that same leader can lose
that respect by discussing a subordinate’s per-
gonal problem about which he has learned dur-
ing a counseling session. Loyalty to a
commander is often erroneously viewed as indi-
eative of being a “Yes Man."” Total agreement
with every order is seldom experienced
throughout a military career. The good leader
does not allow his personal opinion to interfere
with his mission, nor does he give the impres-
sion of disagreement with orders when relaying
them to his men. He views his orders as his
superior's method of dealing with the situation,
and supports them wholeheartedly. As a leader,
it is important to have every action reflect
loyalty to subordinates, the unit, superiors, the
Army, and to the United States.

TACT

Tact is the ability to deal with others in a
respectful manner. The leader who displays tact
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in dealing with superiors and subordinates en-
courages courteous treatment in return.
Usually this practice is not difficult. During
conditions of stress or when delivering ecriti-
eism to a subordinate, the use of tact becomes
more challenging. To demand courtesy and to
fail to return it indicates lack of rezpect. The
inexperienced leader sometimes feels politeness
in the military implies softness. Unfortunately,
some men wrongly consider courtesy to a supe-
rior as “brown nosing” or “bootlicking.” Usually
a calm, courteous, firm approach will bring
cooperative response without creating ill feel-
ing. Abrupt and foreeful orders may be desira-
ble in emergencies because of time saved and
the seriousness of the situation. There are other
gituations that require forcefulness of tone and
action, but even then there is no reason for
discourtesy.

UNSELFISHMESS

The unselfish leader is one who avoids provid-
ing for his own comfort and personal advance-
ment at the expense of others. The comfort,
pleasure, and recreation of subordinates should
be placed before that of leaders. It is difficult to
respect a leader who seeks his own comfort over
that of his men or who hoards eredit for
achievement made possible by subordinates.
The true leader places himself last in priority
and shares the dangers and hardships with his
men.

The fourteen traits alone mean little unless
applied in an effective manner. The principles
of leadership ean assist in this application.

The principles have stood the test of time and
have guided the conduct and action of success-
ful leaders of the past. Throughout history,
these have, in varying degrees, influenced the
actions of every succeszful leader. The fact that
every leader has not always made full use of
each one of these principles does not make them
any less valid. Although their application may
vary with the situation, a leader who disregards
them risks failure. These guidelines are the
principles of leadership:

1. Know yourself and seek self-improve-
ment.

2. Betechnically and tactically proficient.

3. Seek responsibility and take responsibil-
ity for your actions.

4. Make zound and timely decisions.

5. Set the example.

6. Know your men and look out for their
welfare.
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7. Keep your men informed.

B. Develop a sense of responsibility in your
subordinates.

9. Insure that the task is understood, su-
pervised, and accomplished.

10. Train your men as a team,

11. Emplay your unit in accordance with its
capabilities,

Studies conducted in 1970 by the United States
Army War College and the Continental Army
Command Leadership Board set out to deter-
mine, as one of their goals, what type of leader-
ghip would be appropriate and effective for the
Army of today as well as for the Army of the
future. One of the major topics examined and
evaluated was the principles of leadership.
Findings of these studies showed dramatically
that the Army's time-honored principles of lead-
ership are considered appropriate today and
for the future by leaders and followers at every
level. The findings of these studies also indicate
that most leadership deficiencies result simply
from failure to apply these prineiples properly.

The principles of leadership guide all leaders.
This guidance is not new. It is based on a
common-sense approach to accomplishing the

$eek self-improvement

SOLICIT WHEN APPROPRIATE, THE HEONEST
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mission. [f the leader understands the princi-
ples and recognizes the necessity for a working
knowledge of human behavior in order to apply



these principles, he will have the basic tools to
be an effective leader.

Although the principles are still valid, their use
requires reexamination by each leader so that
he may best apply them and because some prin-
ciples have added significance due to the nature
of today's soldier.

Know Yourself and Seek Self-improvement

Honest self-evaluation to determine his own
strengths and weaknesses is of paramount im-
portance to a leader. Through this process he
ean determine his capabilities and limitations.
Additionally, through knowledge of himself,
combined with his knowledge of individual and
group behavior, the leader is able to evaluate
how his actions and behavior affect his subordi-
nates and their behavior. This process also
gives a leader knowledge necessary to further
develop his strengths and strengthen his weak-
nesses.

Some technigues for applying this principle
are:

a. Analyze yourself objectively to determine
your strong and weak personal qualities. Strive
to overcome the weak ones and further
strengthen those in which you are strong.

k. Solicit, when appropriate, the honest apin-
ijons of your contemporaries or superiors as to
how you can improve your leadership ability.

¢. Profit by studying the causes for the
suceess or failure of other leaders, past and
present.

d. Develop a genuine interest in people; ac-
quire the human touch.

¢. Master the art of effective writing and
gpeaking.

f. Cultivate friendly relations with members
of the other arms and services and with eivil-
ians.

g. Develop a philosophy of life and of work.
Have a definite goal and plan to attain it.

Be Technically and Toctically Proficient.

A leader must demonstrate to his men that he is
well qualified to lead his unit. He must be
competent in combat operations and training
as well as in the technical and administrative
aspects of his duties. Today's soldier expects
answers to his guestions. Rank and position
alone will not automatically gain his respect
and confidence. The leader must demonstrate
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his proficiency to get his men's respect and
confidence. If the leader is deficient in carrying
out his duties, his men will lose eonfidence in
his ability and in the effectiveness of theirunit.

The application of this principle can be en-
hanced through the use of these techniques:

a. Seek a well-rounded military education by
supplementing attendance at service schoolsz
with independent reading, research, and study.

b. Seek out and foster association with capa-
bleleaders. Observe and study their actions.

¢. Broaden your knowledge through associi-
tion with members of other arms and services.

d. Seek opportunities to apply knowledge
through the exercise of command. Good leader-
ship is acquired only through practice.

¢. Keep abreast of current military develop-
ments.

f. By study and through frequent contact with
subordinates, familiarize yourself with the cap-
abilities and limitations of all elements of your
command.

g. Prepare yourself for the job of leader at the
next higher echelon.

h. Learn and apply sound leadership and
management principles and techniques.

Seek Responsibility and Toke Responsibility for Your
Bctions
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Armed with the knowledge gained from honest
self-evaluation and with the sound technieal
and tactical foundation required to perform his
Job, the leader must take the initiative to ac-
complish his unit's mission. By seeking respon-
sibility, he develops himself professionally and
increases his leadership ability. Accepting re-
sponsibility for all that his unit does or fails to
do is part of the leader's job. In the absence of
orders, seizing the initiative and taking the
necessary action based on personal judgment
and experience will aid in accomplishment of
the mission. Constant study, training, and
proper planning will lay the groundwork for the
competence necessary for the sound and timely
decisions which form the basis for the leader's
actions.

These techniques may be used to assist in ap-
plying this prineiple:

a. Learn the duties of your immediate senior
and be prepared to accept his responsibilities.

b. Seek diversified leadership positions that
will give you experience in accepting responsi-
bility.

c¢. Take every opportunity that offers in-
ereased responsibility.

d. Perform every act, large or small, to the
best of your ability. Your reward will be in-
creased opportunity to perform bigger and more
important tasks.

e. Aceept just eriticism and admit mistakes.

F. Adhere to what you think is right: have the
courage of your convietions.

g. Carefully evaluate a subordinate's failure
before taking action. Make sure his apparent
shortecomings are not due to an error on vour
part. Consider the manpower available, salvage
a man if possible, and replace him when neces-
SArY.

k. In the absence of orders, seize the initiative
and take the action you believe your senior
would direct if he were present.

Make Sound and Timely Decisions.

The leader must be able to make a rapid esti-
mate of the situation and arrive at a sound
decigsion. He must be able to reason under the
most trying conditions and decide quickly what
action is necessary to take advantage of oppor-
tunities as they occur. The indecisive leader is
unable to employ his unit well. He also creates
hesitancy, loss of confidence, and confusion
within his unit. When circumstances dictate a
change of plans, prompt reaction builds the
men's confidence in their leader.
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The following techniques can assist the leader
in the application of this principle:

a. Develop a logical and orderly thought proe-
ess by constant practice in making objective
estimates of the situation.

b. When time and the situation permit, plan
for every possible event that reasonably can be
foreseen,

¢. Consider the advice and suggestions of
your subordinates when possible before making
decisions.

d. Announce decisions in time to allow subor-
dinates to make necessary plans.

¢. Encourage concurrent estimates and plan-
ning in your unit.

f. Make sure your men are familiar with your
policies and plans.

g. Consider the effects of your decisions on all
members of your unit.

Set the Example

A leader must be a good example for his men in
integrity, courage, administrative knowledge,
professional competence, personal appearance,
and personal conduct. Moreover, he must set the
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personal and professional standards for his
organization by his performance. If he appears
in an unfavorable light, the mutual confidence
and respect that must exist between himself and
his men may be destroyved.

Some technigques for the application of this
principle are:

a. Be physically fit, well groomed, and cor-
rectly dressed.

b. Master vour emotions. The leader who is
subject to uncontrolled bursts of anger or to
periods of depression will be less effective az a
leader.

¢. Maintain an optimistic outlook. Dewvelop
the will to win by capitalizing on your unit's
capabilities. The more difficult the situation,
the more you must display an attitude of calm-
ness and confidence.

d. Conduct yourself so that your personal
habits are not open to censure.

¢. Exercise initiative and promote the spirit
of initiative in your subordinates.

f. Be loyal to your seniors and subordinates.
Support the lawful policies of senior officers
whether you personally agree with them or not.
Lovalty is a two-way streel.

g. Avoid being partial to any subordinate.

h. Be morally courageous. Establish princi-
ples and stand by them.

i. Share danger and hardship with your men
to demonstrate your willingness to assume your
ghare of the difficulties.

j. By your performance, develop conviction
within your men that you are the best man for
the position you hold.

k. Delegate responsibility and authority and
avoid oversupervision in order to develop lead-
ership among subordinates.

L. Strive for professional competence.
Know Your Men and Look out for Their Wellare

Of equal importance to understanding himself
is the requirement for the leader to know and
understand his men. It is not enough just to
know their names, marital status, hometown,
and other such data. The leader must under-
stand what makes his men tick—their values,
ideals, attitudes. In short, he must know why
they act as they do. The leader must therefore
observe, become personally acquainted with,
and recognize his men as individuals who have

different backgrounds and different personali-
ties. Each leader must have a knowledge of
individual and group behavior, because without
such knowledge he cannot understand the “why”
of his men's actions.

Your men's desires to satisfy their own physical
and learned needs is the basis for their be-
havior. Whether or not they put forth their best
efforts in the performance of duty depends on
the satisfaction of these needs. If you know
your men and provide for their physical needs
(e.g.,food,water,shelter)and helpthemto
satisfy their learned needs (e.g., safety, belong-
ing, esteem, self-fulfillment), you will foster in-
dividual productivity and unit proficiency.
When men know you are concerned with their
welfare, they will have an attitude which ena-
bles them to accomplish their unit's goals.

By using these techniques, the leader can im-
prove his application of this principle:

a. See the members of your command and let
them see you; be friendly and approachable.

b. Develop a knowledge and understanding of
your subordinates.

¢. Concern yourself with the living conditions
of the members of your unit,

d. Help your men get needed support from
available personal services.
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¢. Provide for the spiritual welfare of your
command by supporting religious activities.

f. Protect the health of your unit by active
supervision of hygiene and sanitation.

g- Support actively a safety program.

h. Determine what your unit's mental atti-
tude is.

i, Administer justice timely, fairly, and im-
partially.

. Insure fair and equitable distribution of
rewards,

k. Encourage individual development.

I. Provide sulficient athletic and recreational
facilities and supplies and insure that your
unit is receiving its share of quotas for recrea-
tion areas and entertainment benefits.

i, Share the hardships of your men so you
can better understand their reactions.

Keep Your Men Informed.

This will encourage initiative, improve team-
work, and enhance morale. In the past, soldiers
did not expect to be told why they were required
to perform tasks, They accepted the fact that
their leaders deemed it necessary and they per-
formed as required. Today's soldier, however,
has grown up in a society whose widespread
communications media gives him added knowl-
edge and an awareness of what goes on around
him. Moreover, he has been taught in school to
look for the logic in things, to think for himself,
and to question things which do not make sense
to him. Therefore, he expects to be kept in-
formed and, when possible, given the reason for
a4 particular requirement. Otherwise, he may
become frustrated and will not perform well.
The well-informed soldier has a better attitude
toward the leader and the unit and will there-
fore be a better soldier. Additionally, subordi-
nate leaders are kept abreast of the situation
and, in your absence, will be able to make
similar decisions based on the same reasoning.
Because he understands the mission and his
role in its accomplishment, he can establish a
personal goal which is related to the organiza-
tional goal and adjust his behavior accordingly.
However, a leader will not be able to give his
men the reasons for every task because he may
not know them or there may not be time to
explain. If the men understand that their leader
will, when feasible, explain the logic or reasons
behind each requirement, they will be condi-
tioned to react accordingly. If they have respect
and confidence in their leader, soldiers will
accept a number of tasks without knowing why.
In combat, men expect to be told what to do
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without delay for explanations. Another reason
for keeping your men informed is that soldiers
usually fear the unknown. By keeping them
informed, yvou will reduce fear and rumors.

Some techniques for applying this principle
are:

a. Explain why tasks must be done and how
you propose to do them whenever possible.

b. Assure yourself by frequent inspections
that immediate subordinates are transmitting
necessary information to the men,

e. Be alert to detect the spread of rumors.
Stop rumors by replacing them with the truth.

d. Build morale and esprit de corps by publi-
cizing information concerning successes of
your unit.

e. Keep your unit informed about current
legislation and regulations affecting their pay,
promotion, privileges, and other benefits.

Develop a Sense of Responsibility in Your
Subordinates.

Another way to show your men that you are
interested in their welfare is to give them the
opportunity for professional development. Dele-
gation of authority commensurate with respon-
sibility develops mutual confidence and respect
between the leader and his subordinates. It also
encourages the subordinate to exercise initia-
tive and to give his wholehearted cooperation in
the accomplishment of unit tasks. The leader
who properly delegates authority demonstrates
faith in his subordinates and increases their
desire for greater responsibilities. Failure to
delegate authority indicates a lack of leader-
ship.

Some techniques for applying this principle
are:

a. Operate through the chain of command.

b. Tell your subordinates what to do, not how
to do it. Hold them responsible for results.

e. Give your men frequent opportunities to
perform duties of the next higher echelon.

d. Be quick to recognize your subordinate's
accomplishments when they demonstrate initia-
tive and resourcefulness.

& Eurreqt errors in the use of judgment and
initiative in such a way as to encourage the
man. Avoid public eriticism or condemnation.

f. Give advice and assistance freely when it is
requested by your subordinates.

g. Let your men know that you will accept
honest errors without reerimination.




h. Assign vour men to positions in accord-
ance with demonstrated or potential ability.

i. Be prompt and fair in backing subordi-
nates. Until convinced otherwise, have faith in
each subordinate.

j. Accept responsibility willingly and insist
that your subordinates live by the same stand-
ard.

the Taosk Is
ond Accomplished

Insure that Understood, Supervised,

Your men must know what is expected of them
and must be informed of specific task require-
ments through clear, concise orders. Be sure
that you are understood by communicating
with your subordinates. Men respond quickly to
orders which are elear and concise, Do not
overstate an order by giving too many details.
Subordinates rezent oversupervision and har-
assment. Initiative is developed in men when
they can develop their own techniques for per-
forming tasks. However, troops should under-
stand that their leader is available for advice
and eounszel. The leader must also insure that
the orders are properly executed by either
checking personally or by using his chain of
command.

To apply this principle, use these technigues:
a. Be sure the need for an order exists.
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b, Use the established chain of command.

e. Through study and practice, develop the
ability to think clearly and issue clear, concize,
positive orders.

d. Encourage subordinates to seek immediate
clarifieation of any point in your orders or
directives they do not understand.

e. Question your men to determine if there is
any doubt or misunderstanding as to the task to
be accomplished,

f. Supervize the execution of your orders.

g. Make available those resources your men
need to accomplish their mission.

h. Vary your supervisory routine and the
points which you emphasize duringinspec tions.

i. Exercise care and thought in supervision.
Oversupervision stifles initiative and creates
resentment: undersupervision will not get the
job done.

Train Your Men as a Team

Issuing clear, eoncise orders and checking on
their execution iz only part of being a success-
ful leader. Your men must be well trained if
they are to accomplish any mission. It is the
leader's dutv to train the members of his unit so
that they will be tactically and technically pro-
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ficient, and so that they work as a team. Team-
work is a key to mission accomplishment. It
starts in the smallest unit and earries through
to the largest organization. Each man must
understand that his contribution to the unit's
operations iz important and recognized.

Since task accomplishment is based on team-
waork, it is evident that the better the teamwork,
the better the tasks will be performed. Further-
more, members of a unit will perform better if
they have a sense of belonging and team spirit,
As in football, if the team 18 “up"” for the game,
they can often defeat a superior team. So it is
with soldiers. If the unit spirit is “up,"” they can
often accomplish extremely difficult tasks, It's
a two-way street—the unit gives its members a
feeling of accomplishment, security, and recog-
nition; and, in turn, the member gives his best
for the unit.

Some methods of applyving thiz principle are:

a#. Provide the best available facilities for
team training and make maximum use of com-
munications exercises and realistic tactical
problems.

b. Insure that all training is meaningful and
its purpose igs elear to all members of the
commani.
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c. Acquaint each element of your unit with the
capabilities and limitations of all other ele-
ments, thereby developing mutual trust and
understanding.

d. Insure that each subordinate leader under-
stands the mechanies of tactical control for his
unit.

e. Base team training on eurrent and proba-
ble realistic eonditions.

f. Insist that each leader knows the functions
of those with whom he habitually operates.

. Insure that each subordinate leader knows
and understands his men.

h. Seek opportunities to train with other
units, both combat and service.

i. Explain to each man his responsibilities
and the importance of his role in the effective-
ness of the unit.

Employ Your Unit in Accordance With Its Capabilities

Good training prepares a unit for its job. The
leader must know what his unit is trained to do,
as well as its capabilities. He must employ the
unit within its capabilities. Men get satisfac-
tion from performing tasks which are reasona-
ble but challenging, but become dissatisfied if
they are given tasks which they consider too
easy or too difficult to accomplish, The leader
must exercise sound judgment in employing his
unit becausze each time the unit fails, it causes
his men to lose confidence in him as a leader. In
time, this will lower morale, esprit de corps,
discipline, and proficiency.

To help yourself in the application of this prin-
eiple:

a. Keep vourself informed as to the relative
operational effectiveness of your command.

b. Be sure that tasks assigned to subordinates
are reasonahble. Do not hesitate to demand their
utmost in an emergency.

¢. Analyze all assigned tasks. If the means at
your disposal are inadequate, inform your im-
mediate commander and request the necessary
support.

. Assign tasks equitably among the elements
of your unit.

e. Use the full capabilities of your unit before
requesting assistance.

f. Make decisions in light of sound leadership
and management prineiples.




SUMMARY

The traits and principles of leadership are not in themselves the
solution to good leadership. They can, however, help the leader because
they present desirable personal qualities and common-sense guidelines
for use in his relationships with his men.

In addition to the traits and prineiples of leadership, there are guides
which relate to personal standards of behavior and conduct and which

are of equal importance. These are called ethics. We will discusz ethical
behavior in the next chapter.

FM 22-100

2-13



CHAPTER 3
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A military professional iz a man who has un-
dergone special preparation and training. He
has the knowledge on which professional ac-
tions are based and the ability to apply this
knowledge in a practical way. Furthermore, the
professional leader knows the principles of
leadership and how to apply them to his unit's
advantage. He accepts the service motive of his
work. His profession is a means of earning a
living, but wages do not become the primary
purpose of his work.

Why is professienalism important in the military?

There are two =ignificant reasons why profes-
sionalism is important in the military. First,
the military leader is a public servant responsi-
ble for defense of the nation. Second, the mili-
tary organization is often responsible for the
life of its soldiers. In combat, a leader may have
to take risks which endanger the lives of his
men in order to accomplish a mission. Hope-
fully, however, these risks will be carefully eval-
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uated and the planning and execution will
exploit all available resources. If the leader is
careless in carrying out his responsibilities, his
unit may suffer needless casualties.

The military leader is trained to use special
skills, perform an essential service which the
civilian public needs, and follow a code of eth-
ies. Military men have certain common charac-
teristics. Included among these are military
skills, military bearing, self-discipline, and a
cosmopolitan view of world affairs developed
through diverse military assignments,

Because of the nature of the work and its in-
herent responsibilities, there is a great need for
the development and maintenance of high
standards of conduct among the members of
this profession. This standard or code of
conduct applies to the soldiers’ responsibilities
and relationship to the citizenry and the com-
munity as well as to their relationships to each
other within the organization.

Hew te become a prefessional?

Three attributes of military professionalism
are technical competence, values/attitudes, and
ethical conduct. Each is important to the leader.
Most of the training which men get in the Army
is directed toward improving their technieal
competence. The development of values and atti-
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tudes is discussed later in chapter 6. The
subject of ethics is discussed in this chapter.

Ethics.

“Ethics" is generally used interchangeably with
“morality” and has been described as the sci-
ence that deals with conduct insofar as this is
considered right or wrong, good or bad. Webster
defines ethies as “the principles of conduct Eov-
erning an individual, profession, or group."”

What is the role of ethics in society?

Based on the definition of ethics, it is obvious
that ethics has something to do with the estab-
lishment of guidelines for living. These guide-
lines are simply basic functional rules that a
society must adopt over a period of time for its
survival. For example, through choice or ne-
cessity, any time two or more soldiers interact
to accomplish a task or mission, there must be
an agreement as to how common functions
should be performed. If there were no AgTee-
ment, the squad, platoon, or company would not
be a cohesive unit, but would consist of indi-
viduals and exist at an “every man for himself”
leval,

How are ethieal standards ze1?

In any organization, an ethical code which will
best insure the accomplishment of organiza-
tional goals is established. The ideology of the
organization partially determines the degree of
participation its members have in the formula-
tion of this code. For example, within the so-
clety of the United States, the people have

efhicallcodes
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determined their ethical code through govern-
ment, their religion, and the culture and tradi-
tions of the country. An organization within the
overall society, such as the Army, will usually
establish an ethical code within the society's
eode. The code which results serves as a guide-
line for developing the cooperation necessary to
do things that require the efficient interaction
of two or more persons.

The military code of athics.

The Army does not have a specific code written
as one document. Its code or the “military ethie”
exists in many forms and documents. It is
primarily a continuation of the unwritten ethi-
eal practices accepted and advocated by our
society and supported by our legal system. In
its written form it exists in such documents as:

1. The oath of office of allegiance.

2. The Uniform Code of Military Justice.

3. The Code of Conduct.

4. The Code of Ethics for Government Serv-
ice.
We all find times when such things as personal
ambition, convenience, avarice, and our preju-
dices conflict with what we know is ethieal
behavior. It takes great strength of character
and personal integrity to live by a code of
conduct which is completely ethical. However,
we are fortunate in that most of our leaders do.
Those men are recognized and respected for
their ethical practices. Their followers gain con-
fidence in the knowledge that their leaders can
be trusted and depended on to do the right
thing. This enhances the leader's ability to lead
by setting a good example and by engendering
mutual confidence and trust which promotes
teamwork and “esprit.”

By practicing the ethics these publications pre-
seribe, the leader gains a sense of ethical
conduct, a certain pride and dignity in himself
and his profession. This code is the starting
point in the leader's dedication to his military
profession. He could be a good leader and still
use means that are ethically wrong in carrying
put hiz mission. In leadership, intentions are
not enough. The desire and the need to obey
orders cannot replace principle. In other words,
“The end does not alwaysjustify the means.”

What is the relationship of ethical code to octual
behavior?
These guidelines are stated in terms of the ideal
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way to do something and as such cannot be
achieved all of the time. In fact, for various
reazonsg, seldom will the ideal Be achieved.
Therefore, we have to distinguish between the
ideal and actual behavior of persons. There are
many reasons for failure in the battle to live up
to the ethical code: to work at a job for a big
salary and little personal satisfaction; to tell
everyone that all races are equal, but not permit
yvour children to play with a boy of a different
colored skin; and to buy a houseful of furniture
now, but not carefully plan monthly payments,
are only a few examples of ethical codes in
conflict. There is a difference between the ideal
behavior as expressed in the ethical code and
the actual behavior that oceurs. Although the
ideals of an ethical code are seldom achieved,
leaders must strive to reach those ideals to
insure efficient leadership and ultimately,
perhaps, the survival of their men.

Why should the leader be concerned abaut ethics?

During the Vietnam conflict, stories were tele-
vised over national newscasts and printed in
many of our newspapers which emphasized al-
leged misconduct and unethical practices of
several high-ranking officers and noncommis-
sioned officers. This bad publicity has caused
many American citizens to wonder whether our
military profession has any ethical standards
or professional codes to guide our conduct.
Even though news editors and newscasters
often stress the sensational because that
attracts attention, the fact remaing that some
military professionals do face the temptation to
bend or to break the military professional
standards. That old cliche, “The end justifies
the means,” could provide every leader with a
ready excuse for doing something questionable,
things which, if leaders really examined them
eritically, would not measure up very well
against their professional code.

The leader's concern, however, is not to look
into the obvious mistakes and misconduct of
those who made the headlines. He must learn
the basie principles which will guide him
throughout the military service. He should also
help to maintain the ethical standards of the
military profession through his conduct and
that of the men whom he leads. One unwritten
rule in the military fraternity has been that the
soldiers will emulate the behavior and stand-
ards of their leaders. Therefore, the leader must
have definite professional standards and ethics.
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SUMMARY

Professionalism must be the heart of every military leader. The impor-
tance of a full understanding and appreciation of the ethical code,
which iz a significant part of the professionalism, is clear when one
considers the role of ethics in establishing the basie frame of reference
for guiding the actions of all members of the Army.



CHAPTER 4
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A fundamental requirement in military opera-
tions is a unified effort based on the coordi-
nated activities of men and units. The
achievement of this unified effort depends di-
rectly on the degree of diseipline in the unit.

Discipline, A Closer Look.

Over the years the term discipline has acquired
at least three meanings—punishment, obedi-
ence, and self-control. The first meaning, pun-
ishment, is frequently used when a soldier
violates a policy or regulation, He may be in-
formed that he will be disciplined for his ac-
tions, Secondly, discipline seems to suggest

complete and total obedience to the orders of
superiors. The most striking characteristic of
this type of military discipline iz the consistent
and unwavering compliance with duty de-
manded of all troops. Yet, under closer exami-
nation, the most constructive form of discipline
involves something more than either punish-
ment or unquestioning obedience. This leads to
the third and highest concept of discipline
which involves self-eontrol and a sense of per-
sonal responsibility that goes beyond the threat
of punishment or mere obedience. It is this
third concept of discipline with which this
chapter is concerned.

-1
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Frequently, the root meaning of a word hest
explains the word's meaning. In Latin, “to dis-
cipline” means “to learn” or “to teach.” Army
leaders must learn and teach standards of per-
sonal behavior, job performance, courtesy, ap-
pearance, and ethical conduct which will
increase the willingness of their men to perform
their jobs efficiently.

Military discipline iz similar to the discipline
of a foothall team in that it satisfies both the
needs of the men and the requirements for an
effective organization. There are two great dif-
ferences, however, between the discipline re-
quired in the Army and that required in any
other organization. First, unlike his ecivilian
counterpart, if the soldier ohjects, he cannot

. SOLDIER 18 NOT FREE TO PICK
AMD CHOOSE THE ORDERS HE 182 GDING
o DBEY!
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simply quit. Second, in order that an Army may
function even when riddled with casualties, the
actions of its men must be regulated beyond
that required in other organizations.

Discipline is the individual or group attitude
that insures prompt obedience to orders and
initiation of appropriate actions in the absence
of orders. Discipline is an internal attitude that
motivates men to conform to the informal and
formal requirements of their leaders and the
service. It is a state of mind that produces a
readiness for willing and intelligent obedience
and for proper conduct. Discipline insures sta-
bility under stress; it is prerequisite for pre-
dictable performance,

Self-Discipline, A Critical Foctor.

Self-discipline iz a voluntary compliance with
directives and regulations of leaders whose re-
fquirements are established in the interests of
the organization. Thus, self-discipline is a con-
dition that exists when a man accepts organiza-
tional control over his behavior. Self-discipline
then insures that each man can be relied upon
to act in accordance with the needs of his unit
rather than personal ones, particularly in dan-
gerous or stressful situations where personal
needs would otherwise be expected to dominate.

The requirement for self-discipline is not pecul-
iar to any member of the Army or to any level.
Each soldier, regardless of rank or position,
must be a “self-regulating” perzon who shares a
common concept of proper conduct.

Obviously, not every man is willing to conform
to a prescribed way of behaving for the same
reason. There are two types of behavior which
are disciplined, but for different reasons. In
both types, compliance is obtained. However, in
one type discipline is obtained because the per-
son accepts the necessity for the requirement
and is committed to placing the needs of the
unit before his own needs. Under this condition,
compliance can be expected. In the other type,
the soldier acts because he fears that which may
happen if he fails to act. He does not have any
personal commitment to the accomplishment of
the unit's task or mission. The soldier obeys
merely to escape punishment.

Therefore, the rmpanmbﬂtty of all members of
the chain of command is to instill in EVEry man
the principle of acting in the best interest of the
umnit,



The Climate of Discipline.

Discipline is a composite of many things. Be-
fore discipline can be attained, a climate for
learning discipline must be created. This cli-
mate of discipline is a function of morale,
esprit de corps, and open communication
channels so that the soldier can eommunicate
upward and receive accurate communications
from above. It is also a function of reasonable
rules and regulations and of the way the soldier
views those rules and regulations. Creating this
elimate of diseipline in a unit is a time-consum-
ing and continuing task—but a necessary one.

The best way to look at this is to realize that
diseipline is a learned attitude. A soldier will
learn to perform well and to behave well if he is
rewarded for his good performance and good
behavior. The reward does not have to be some-
thing given to a soldier; it may be just the self-
satisfaction associated with the successful com-
pletion of a task. Orders with personally satis-
fying results for the soldier or obvious success
for the unit reinforce what we have told him. He,
therefore, learns that obedience to orders is
good for both himself and the unit. Conversely,
if he receives orders which are personally dis-
satisfying over a long period of time, he may
tend to resist those orders, and unit discipline
may be undermined. Even in combat, the
soldier learns to obey if he realizes that obeying
his leader results in the accomplishment of a
task with minimum losses. If, on the other
hand, every time hiz unit goes into a fight it is
soundly defeated, the soldier loses confidence in
hizleaders and he begins to question orders.

Orders must also appear reasonable to the
soldiers. For an order to appear reasonable,
communication and understanding in the unit
must be good. An order will not be viewed as
reasonable if it becomes garbled through trans-
mission. Orders must have an explainable and
logical foundation and the leader must have
gained the trust and confidence of his men
based on his past performance.

There will be certain tasks that cannot be re-
adily explained. This is not to say that the
leader should do away with all requirements
that cannot be clearly and logically explained,
but he must realize that he may have to accept a
measure of dissatisfaction among the soldiers
when he enforces this type order. The leader
alone must decide whether the action is worth
the resultant dissatisfaction or not. If he has
established a leadership elimate wherein his
subordinates accept what he does as being logi-
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cal and rational; and if the soldier has learned
that satisfying results usually occur, he will
accept reguirements which he personally might
not like. We will discuss this in more detail in
chapter 5.

In addition to satisfying needs and being rea-
sonable, developing a climate of discipline re-
quires consistency in enforcing rules and
regulations. Any man who purposely disobeys
an order should be punished. If he is not pun-
ished, he azsumes that what he did was accepta-
ble. He is likely to disobey again. The results for
the soldier who iz not corrected for failing to
salute an officer are often personally satisfy-
ing. If he purposely does not salute an officer
and is not corrected his undisciplined behavior
is reinforced and he is likely to repeat it. Or-
ganizational standards and rules must be ra-
tional, understandable, and consistently
enforced. Even though some regulations and
policies are not obviously rational to subordi-
nates, the leader must see that they are also
congistently enforced. For example, a common
practice in combat is to earry machinegun am-
munition in bandolier fashion, draped across
the men's shoulders. Soldiers earry the ammu-
nition this way because it is easier to ecarry it
this way than in the ammunition boxes and it is
more accessible when needed. If a leader tries to
change this way of carrying machinegun am-
munition, he will find that his policy does not
appear reasonable to many of his men. How-
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ever, he must insure that they comply with his
policy, at first, for no other reason than that it
ias his policy. Additionally and equally im-
portant, the leader must convinee his men that
by earrying it in boxes the ammunition
remains ¢lean, rounds are not subject to being
knocked out of alinement, the lubrication will
not be wiped off, and the gun ean be supplied
with ammunition just as guickly by earryving it
in boxes.

Dissatisfaction among soldiers is often exhib-
ited by hostility toward the leader, the unit, and
the Army. This hostility tends to be a vague,
peneralized attitude. When a soldier must carry

out an order which he doesn't like, he is angry,
not only at the leader, but at the Army as a

whole. Therefore, the leader must strive to keep
the level of dissatisfaction to a minimum.

Discipline Development.
Some conditions which foster a climate of dis-
cipline are:

1. Clearly stated and enforceable perzonal
standards.

2. High performance standards.

3. Lovalty to superiors and subordinates.

4. Competitive activities.

A

5. Tough, stressful training.

6. Open channels of communication.

1. Reduction of troop frustrations. (Elimi-
nate the little things that irritate and frustrate
soldiers.)

8, Analysis of current rules and policies to
update and eliminate those no longer produe-
tive.

9. Fair and just system of rewards and
punishments.

The level of discipline in any unit is, in part,
what the leaders make it. The purpose of regula-
tions is to set a standard of personal conduct
and work performance for the Army. Training
schedules, operational directives, and other
work programs serve the same end. There is
still a broad area in which the influence of the
leaders is brought to bear. Telling subordinates
what to do is only the beginning. The leader
must then see that the job is done. The rules of
conduct may be laid down by the leader, the
other men within the unit, and regulations;
however, the leader alone must stimulate his
men's acceptance of orderly military habits and
set the tone for their performance. In other
words, a training schedule may require that
certain tasks be carried out, but only the leader
can assure that the work will be done with
faithful devotion to duty.

Maintenance of Discipline.

Building diseipline in a unit is similar to con-
structing a large office building. When the
structure is finished, the work is not com-
pleted—eontinuous maintenance iz needed. So
it is with discipline. Continuous maintenance
must be performed on the elements that make
up the elimate of discipline. Continuous ohser-
vation of these elements helps the leader deter-
mine where the maintenance is required.

Developing junior leaders must not be over-
looked., Continual training of junior leaders is
essential to insure that they know what discip-
line is, why it is important, how it is achieved
and maintained, and how the degree of diseip-
line in a unit is determined.

There are numerous indications of the degree of
discipline that a unit or a soldier exhibits.
Level of performance; conduct on and off duty;
standards of dress, bearing, and cleanliness;
and the responsiveness to orders are all indica-
tive of the state of discipline in a unit. These
are outward manifestations of that unit’s dis-



cipline built on esprit, morale, and training.
They portray those qualities of pride, initiative,
self-reliance, =elf-control, and dependability
that help create an effective unit.

After considering all the building and mainte-
nance aspects of discipline, we still have the
problem of what to do with the man who fails to
respond to our leadership and disregards our
clear and rational orders. When this happens,
the leader should apply fair and impartial pun-
ishment. Pampering men or abusing them will
not get them to perform well consistently. A
good leader who understands and cares for his
men, and who has the courage to administer
appropriate justice when necessary can get con-
gsistent satisfactory performance. When a man
does not respond to proper leadership, swift,
decisive, appropriate military punishment
should be administered. The soldiers who do

FM 22-100

meet the standards expect violators to be pun-
ished.

Some leaders use such techniques as make-
work, extra details, and withholding of privi-
leges without using proper judicial or nonjudi-
cial procedures to punish those who violate the
standards of good discipline. These mental and
physical abuses are often eonducted under the
guise of enforcing discipline. Soldiers resent
and object to any infringement on their rights
or dignity. The Army does not advocate permis-
siveness or leniency toward breaches in discip-
line. When violations occur, they must be dealt
with promptly.

The Army has the right to expect disciplined
responses from its soldiers, and its soldiers in
turn have the right to expect consideration for
their individuality and self-respect from the
Army.

SUMMARY

Discipline represents the ultimate product of good leadership in devel-
oping group solidarity, esprit, motivation, and skillful performance.
Discipline is the individual or group attitude that insures prompt
obedience to orders and initiation of appropriate actions in the absence
of orders. Discipline is attained by creating a climate of discipline. This
climate of discipline is established by insuring that orders are rational,
that they result in individual and unit satisfaction, and that they are
consistently enforced. Once established, discipline must be maintained,
for without it no unit can be fully effective.
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CHAPTER 5
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Leaders spend much time on the study of the
technical aspects of their jobs—learning how
their equipment works, what is required to pre-
went it from malfunctioning, and how it ean be
repaired. For the most part, however, they know
or study little about what makes their men
tick—individually or in groups.

Studying human behavior will help the leader
acquire the knowledge required to understand
himself and his men, to learn why men act and
react in certain ways, to identify various types
of behavior, and to learn how to influence the
hehavier of subordinates so that their personal
goals complement or reinforce the unit's goals.
In addition, the study of human behavior will
give the leader the knowledge with which to
apply the principles of leadership effectively.

We will learn, for example, that a negative “I
don’t want to cooperate’ attitude displayed by
one of our men may be his reaction to a frus-
trating experience. As leaders, we may not be
able to tolerate this display of a negative atti-
tude. KEnowing the caunse of this attitude will tell
us that something is wrong and make us more
understanding. If we know what is wrong, we
may also be able to correct it or have it cor-
rected. By eliminating the cause of the frustra-
tion, we may easily turn a negative person into
a productive soldier.

Chapter 8, “Values and Attitudes,” deals with
the basis for human behavior. Values are indi-
vidual standards, ideas, and mental images of
what a person deems to be desirable, right, or
important and result from a man's association
with family, society, schools, and his environ-
ment in general. For example, a common value
is that “all men are created equal.” Man ac-
quires this value as the result of his
background. On the other hand, attitudes are
mental positions that one assumes or learns for
some reasons. An attitude might be, for exam-
ple, that “white men are superior to black men"
or vice versa. A man may assume or learn this
mental position because it is a popular one
among those with whom he associates although
it does not agree with his value that all men are
created equal. With an understanding of values
and attitudes, a leader is more able to influence
his men toward the aceomplishment of organi-
zational goals.

The lives of men are influenced by a progres-
sion of needs. Men behave in a way which
satisfies their needs. These may be needs for
physical comfort, safety, social acceptance, ego
gratification, ete,, moreover, one man's needs
are basically the same as those of others; they
simply vary in degree of importance to the man.
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If we as leaders understand a man's needs and
ecan satisfy them or help him satisfy them, we
can influence his behavior to some degree. This
is discussed in chapter 7.

A leader should understand how to motivate his
men because through motivation, he can get the
self-disciplined responses he needs from them.
Motivation, this need or desire that causes a
person to aet, is discussed in chapter 8. A leader
will have difficulty motivating his troops in the
presence of “dissatisfiers"—things that keep
men from being satisfied, such as poor condi-
tions for their families or unsatisfactory work-
ing conditions for themselves. Dissatisfiers
tend to divert the attention and efforts of men
from their work, so their leader should identify
and eliminate or reduce dissatisfiers,

3-2

In chapter 9 we discuss the frustrations and
pressures to which we are all exposed at one
time or another. We will consider reactions to
stress, how we can adjust, and how we ean
assist our men to adjust to it. Failure to adjust
to stress will keep a person from performing at
his best, thus reducing both his and his unit's
efficiency. If we are to induce men to endeavor
to reach organizational goals, we must under-
stand human behavior as associated with stress
and adjustment.

We must be concerned with group behavior as
well as with individual behavior. Group be-
havior iz an extension of individual behavior.
It is our job, as leaders, to direct the efforts of
the group; to do this, we must understand and
be able to influence individual behavior.
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CHAPTER 6
VALUES AND ATTITUDES

By understanding human behavior, the leader
iz better able to analyze, predict, and influence
the behavior of his men. Chapter 3 states that
the military ethic requires that each soldier

accept responsibility for his actions. It also
implies that living by this ethic is worthwhile.

Everyone lives according to what he feels is
worthwhile, or according to his value system. A
man's value system motivates his thinking and
actions.

Each person develops his own value system
through his experience with society. Because of

&1
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the impact of differing cultures, classes, ethnie
backgrounds, intelligence, family characteris-
ties, and the like, there are many variations in
what people believe and the way they behave, A
mistake leaders often make is to fail to note
these differences. We are quick to say, “I don't
nnderstand why he would do that!” or “I don't
see why he should feel that way!” Value and
attitude differences cause people to see things
differently and to act or react differently.
Values and attitudes are, then, two of the many
factors a leader must consider in understand-
ing human behavior.

This chapter will define values and attitudes,
indicate their source and soundness, and
discuss how a value system serves to shape
attitudes. With a better understanding of values
and attitudes, leaders will be better prepared to
bring about a change in another person’'s think-
ing and acting when such a change is neces-
sary. This understanding should alse help each
leader to evaluate his own values and attitudes,
as well as help him become aware of the chang-
ing nature of valuesin our American society.

VALUES

What are values?

A value may be defined as an attitude for or
against an event based on the belief that it helps
or harms some person, group, or institution.
Using this definition, a value is a recognizable
outward display of behavior and, as such, is
obzervable and measurable.

Values have also been ecalled attitudes which
give men the ability to determine what they
believe to be worthwhile or right. Values, like
needs, can have either a direet or indireet effect
on views and beliefs. Additionally, values have
been called learned goals which are developed
beginning at the moment of birth.

What do values da?

Values are the center of man—his eharacter.
They are man's psychological center, a place
which draws together his powers as the core of a
magnet draws the magnet's lines of force to-
gether,

A eommon phrase heard often today is that
society must work out a new set of values.
Others are saying in response, “There’s nothing
wrong with the values of the past—such as love,
equality, and brotherhood. We simply need to
bring them back again.” Because values are the
basis for our beliefs and attitudes, we may
become emotional regarding certain issues,
These values begin early in life and develop
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throughout adulthood. People develop, process,
evaluate, and place their beliefs or values in an
order of importance that iz beneficial to their
daily existence in society. They become building
blocks for each man's value system.

In many people a conflict exists between what
they value mentally and what they value emo-
tionally. There iz an inconsistency of external
actions and internal beliefs. An example of this
is in the parent who tells her child to always
stop and look both ways before crossing the
street. The child may notice an inconsistency
between what his mother says and what she does
if she does not stop and look before crossing the
street. The child notices that his mother is
careless. He therefore fails to use caution him-
self before crossing a street. A second example
is found in personal or social values. A store
owner may say he believes in an issue of the
racial problem. He may proclaim racial equal-
ity and brotherhood of man, but, he may refuse
to employ black persons in his store and forbid
his children to attend an integrated school.
When confronted with this discrepancy, he will
reply, “Well, | know what iz right and I believe
it, but T have difficulty in practicing my be-
liefs." Values are influenced by our fears,
hatreds, loves, and friendships. Our attitude



toward others may be influenced by the doctrine

‘of brotherly love (religious values); by direct
competition on the labor market (economic
values); by experiences regarding open housing
{political values); by contact with others in
work or social events (social values); and by the
need to find scapegoats on which to blame our
own insecurities and many other factors in
which we are emotionally involved (personal
values).

Beliefs and attitudes often overlap and interact
within a person’s value system. Therefore, cer-
tain values should not be too simply catego-
rized. To identify and understand a person's
values, it iz necessary to understand that per-
son. To be able to relate to social values in a
particular community, a person needs to have
knowledge of the people and their present views,
practices, and society.

How con values be identified?

Because the subject of values is vague, a method
for value identification is necessary. For better
understanding, group values are divided into
the following five categories: personal values,
social values, economic walues, and religious
values,

Personal values. Each person has traits that
are representative of his moral character. These
may have an order of importance to him such
as: honesty, responsibility, loyalty, moral cour-
age, and friendliness. Universal values held by
most young people are an interest in others,
intellectual development, and self-satisfaction.
- Two common male values are success and pres-
tige. Two female values are an interest in others
and an appreciation of beauty. The values a
person has integrated into his character are
made apparent by his attitudes, beliefs, and
actions.

Social values. These values may include social
responsibility, loving interpersonal relation-
ships, social consciousness, equality, justice,
liberty, freedom, and pride in “our country.” A
social value is learned. It involves one's rela-
tionship to society and other people, These
values are learned through an eduecational and
experimental process, and involve one's rela-
tionship to society. For example, many parents
teach their children right from wrong, and what
goals to work toward in their lives. Soecial
values may be divided into four classes:

Folkways—values people accept out of
habit.

Mores—morality which governs values,
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Institutional ways—practices set up under
law.

Taboos—the emphatic do's and don'ts of a
particular society.

Economic values. These values are identified
through such mediums as egual employment,
stable economy, balancing of supply and
demand of productive goods, money, private
property, pride of ownership, and taxes. Many
believe that value is a commeodity. An automo-
bile, a house, or a TV set has a certain value to
it. Its price or market value is an economic
value, If one of our economic values iz afflu-
ence, a rise in living standards will help us
realize a goal based on this economic value.

Political values. These include loyalty to
country, concern for national welfare, democ-
racy, and the “American Way,"” public service,
voting, elections, and eivie responsibility.

A person's political views reflect his political
values. In our democracy, the basic freedoms
provided for by the Constitution are held in
high esteem and protected by most citizens.
Freedom of speech, freedom of press, and free-
dom of religion are only three major freedoms
out of a multitude which United States citizens
enjoy.
As we become adults, political values have new
significant interpretations. If a person seeks
public office, there will be a political platform
which proelaims his intentions. His political
ideas may affect the business or economy of a
particular country, state, or the nation.
Religious values. These values are character-
ized by reverence for life, human dignity, and
freedom to worship. Religious values are indi-
cated by the expressed belief in a supreme being
or another force which is beyond the compre-
hension of man. The roots of religious values
are found in oral or written religious doctrine.
For eenturies, the Judeo-Christian heritage has
been the foundation of most Americans’ reli-
gious beliefs and practices. The Bible has
served as the basis for values with emphasis on
the bratherhood of man.

How can values be reloted to behaviar?

A person's behavior is a product of his values.
Values are formed in the following institutions:

home/school

peer group and neighborhood
community

job or employment

church or synagogue
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Through these institutions, a behavior code is
disseminated and, in a sense, thrust upon all
people in the early stages of their development,
Through these institutions, a person not only
learns what is expected of him, but he builds his
own value system, which will thereafter provide
him with internal rewards or punishments for
his actions.

The total make-up of a man—his characteris-
ties, intellipence, goals, drives, interests, and
adjustment patterns—eonstitutes the second
general influence on his value system and char-
acter development. To some degree, personal
make-up iz determined by heredity, but to a
great extent these personal characteristies are
the results of early environmental and social
experiences,

Values ond the professional leader

MNow that the subject of values has been treated
in specific and general terms, in what ways will
this information assist the professional leader?

First, if the leader has a clear understanding of
values and their relationship to the American
soldier, he can fulfill one essential principle of
leadership. That principle is knowing and un-
derstanding his men. Various ways are availa-
ble to the leader for determining the soldier's
values and attitudes. Some of these are inter-
viewing, counseling, observing, and talking to
the man's immediate supervisor.

Second, often a leader is from a different social
and economic background than his subordi-
nates, He may be older and not in tune with
recent communicative “jargon” or newly estab-
lished customs. Knowing the values of his men,
the leader can communicate better, give orders
that appear more rational, and create the eli-
mate of discipline which generates the kind of
intangible strength necessary to have a fimt
rate unit,

Third, education in values generates a sense of
values which the Army desires. Leaders need to
become skillful in the technigues which can
bring about change in their men so that be-
havior patterns and attitudes are improved.
However, the leader is primarily concerned with
behavior which is enforced through policies,
directives, and Army regulations. Attitudinal
change among subordinates may take place at a
later time after behavior patterns have besn
enforced over a period of weeks or months.

ATTITUDES
Behavior is the result of a soldier's reaction to a
gituation, group, or leader. That reactinn
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depends on what the situation is and how the
soldier interprets the situation. If several men
were placed in the same situation, there proba-
bly would be various reactions to the situation.
This would occur because each person may see
that situation differently. Such differences are
expressed in attitudes.

Attitudes are a person's feelings toward some-
thing or someone and are expressed in likes and
dislikes. The word “attitude” iz used rather
loosely as a catch-all term for the whole collee-
tion of one's beliefs, opinions, prejudices, and
sentiments, even though the basic meaning of
these terms is different.

Attitudes are learned, or caused, in much the
same way as are values. This learning usually
oeceurs gradually through many kinds of expori-
ences over a long period of time or as the result
of a particularly forceful or emotional experi-
ence. Most attitudes are learned from thoze
experiences which make an impression and
which seem to be important, These experiences
can be favorable or unfavorable, pleasant or
unpleasant, and the resulting attitude ends up
as either positive or negative. When a soldier
comes into the Army and finds his first leader
interested in his needs and welfare, a favorable
attitude toward the military is likely to be the
result. Social environment plays an important
part in shaping attitudes. We may borrow atti-
tudes from others, such as parents, friends,
leaders, or persons of prestige. We may acquire
them from the cultural influences of a particu-



lar geographical area such as a farm, small
town, or slum. Furthermore, a person's atti-
tudes may be affected by age, position, and
pducation.

The soldier's attitiides, once formed, make up a
frame of reference for his actions and, as such,
will affect what he sees and where he looks.
Attitudes may cause him to do things which do
not seem to be based on any logical reason. We
may use logic to plan what he is going to do, but
attitudes will determine how he will end up
doing it. For example, he may act toward a peer
or someone who has influence over him in a
completely different way than he would act
toward someone whom he disliked, though both
persons treat him the same way.

ATTITUDE GROUPS

Although attitudes originate from a great vari-
ety of sources, most of them can be found in one
of four groups. These four groups show how
various attitudes are interrelated and the fune-
tions that they serve in our interaction with
other persons. An understanding of these
groups can assist the leader in changing a poor
attitude to a pood one.

The first group includes attitudes which help us
adapt to the situation. We tend to look for those
things in our environment which reward us and
to avoid those things which penalize us. A
soldier usually develops favorable attitudes to-
ward peers, superiors, and assignments which
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satisfy his needs, and unfavorable attitudes
toward the same which get in the way of that
satisfaction. IT this soldier is denied a much-
wanted leave, his attitude may become unfavor-
able to the leader or to the military in general
unless his need is met in some other satisfying
way.

The second group includes attitudes which help
each of us defend his self-image. How the
soldier protects his self-image from threats
within himself or from threats posed by others
in his environment iz known as the ego-defense
mechanism. Many of his personal attitudes
function in the protection of this self-image. In
an effort to live a full life, he looks for every-
thing in his environment which can add some-
thing meaningful, but he also directs his
conecern to being able to live with himself. For
example, the soldier who always sounds off and
guarrels with fellow soldiers may be doing this
because he is insecure or has personal
problems. He may be using this type of behavior
to ease some of these tensions. His expressed
anger, quarreling, and other visible hostile ae-
tions form his ego-defense. Thus, many atti-
tudes serve the purpose of protecting the way he
thinks of himself. He may also use these same
attitudes to defend those persons with whom he
identifies, such as his family, eivilian friends,
company, platoon, or squad. When a person
feels his self-image or the group’s image threat-
ened, his attitudes may be openly expressed to
build up his prestige or that of his group.

A third group includes attitudes which express
our value system. Many of his attitudes hide or
camouflage the real person. Some serve the
purpose of letting subordinates, peers, and su-
periors know his values.

The final group includes attitudes by which the
soldier categorizes people, events, and experi-
ences. There is a vast world of people, objects,
and ideas that he can see, feel, and think about,
and seem real to him. This is the environment
in which he lives. How he interprets that envi-
ronment, however, is colored by his attitudes.
Thus, when he is faced with events or persons
which do not correspond to previous experi-
ences, he compares this new event or person
with attitudes he already has. This partially
explains the prevalence of prejudice and ra-
cially stereotyped attitudes among service peo-
ple. Hg uses his attitudes as the yardstick for
judgment, such as the mother who watched her
son's unit march by the reviewing stand and
spid, “They're all out of step but my Johnay!"

If attitudes are considered to be products of
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experiences, then experiences in the military
serviee will influence a soldier's attitudes to-
ward the unit, the leader, and the Army in
general. The leader’s expertise and trustworthi-
ness play a most important part in attitude
change. For example, when the leader's interest
in his men is made apparent by an improve-
ment in living quarters, by recognizing each
soldier as an individual, and by alleviating
organizational problems such as overdirection,
overcommitment, malassignment, ete., he iz
able to create favorable attitudes.

Just as attitudes are learned through experi-
ences, they can he changed or improved throu gh
other experiences which add new meanings or
facts to the situation. When a unit is given a
mission, attitudes are formed immediately, As
the men learn what is involved in the mission,
the reason the mission was given to them, the
need for the mission, and other related facts,
their personal attitudes toward the mission
may change. However, not all attitudes can be
easily changed. Those which involve strong
emotional factors—such as religion, politics,
and race—are difficult to change. Yet, most
attitudes can be changed to some degree by
providing new conditions, new experiences, and
new information.

GOOD ATTITUDES

Some methods a leader can use in trying to
create better attitudes include:

Providing information. Often an attitude is
based on a misconception, and supplying the cor-
rect facts may result in a changed attitude. The
leader may be able to present some of the facts
involved in a certain situation in his unit about
which his soldiers have formed poor attitudes.

Showing concern, A simple act of kindness or

an indication that the leader cares apout his men
can often change a poor attitude to a better one.
Listening to a soldier who is bitter or hostile
permits him to blow off steam.

Changing a person's status. Giving a soldier a
new job or position can cause him to identify
with new roles and frames of reference. This
gives him a new slant on the situation. In other
words, attitudes can be changed at times by
merely changing the situation.

Allowing discussion. Leader-subordinate dis-
cussions may help to correct negative attitudes
because communicating encourages the soldier
to express his feelings and problems. This ean
be one of the best methods used to improve
attitudes. The art of communicating depends a
great deal on listening. When the leader is alert,
attentive, and demonstrates a sincere interest
and willingness to understand not only what is
said, but what is not said, he goes a long way
toward building bridges of understanding.

A man enters military service with a built-in set
of attitudes toward the Army. His attitudes
were most likely influenced through mass
media and by feedback from relatives, friends,
or acquaintances who were in the serviee. The
soldier’s reaction to these influences, whether
good or bad, forms the basis of what he expects
from the service. As he experiences new situa-
tions in his service career and begins to feel
involved in these situations through his train-
ing and association with other men, his pre-
viously formed attitudes will either be
strengthened and retained or weakened and
replaced. By talking to soldiers about their
interests and desires, the leader will uncover
some of their attitudes and the underlying
causes for them. The leader can then set about
correcting poor attitudes within his men.

SUMMARY

When the leader understands the development and role of values and
attitudes he is in a more favorable position to deal with the behavioral
problems of his men. When he acknowledges that his men will not
always act and react as he does, or that they will not understand things
or feel about them as he does, the leader can approach new situations
and his men more intelligently and helpfully.

Values and attitudes are learned. When a leader establishes mutual
understanding among his men and himself, he has helped ereate favora-
ble soldier attitudes toward suitable values.




CHAPTER 7
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For years, scholars have studied human be-
havior and have offered hundreds of explana-
tions of human nature and instinct and how
they affect men’s actions. All behaviorists agree
that there are certain factors, elements, or
needs which cause men to behave in certain
ways and do certain things. The most basic of
these factors are the human needs.

Human needs are those which are necessary for
a person’s existence and for his mental and
emotional stability. Those human needs re-
quired for existence are called physical needs—
food, water, shelter, clothing, and elimination of
body waste. Those required for mental and emo-

*A. H. Maslow, Motivation and Personality (New York:

Harper, 1964)

tional stability are learned needs—safety, so-
cial acceptance, esteem, and self-fulfillment.
Human needs are the same for all men, but they
vary in importance or degree from person to
person.

RELATIONSHIPS OF NEEDS

Understanding the definitions of physical and
learned needs, we can now examine the rela-
tionship between needs. The attempt to classify
human needs, which is probably the easiest to
understand is the one developed by Abraham H.

~ Maslow.* In Maslow’s theory, human needs de-

velop from lower to higher needs, with the lower
needs having to be satisfied before the higher
needs can develop. For example, a man who has
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not had water for a long period of time will only
be interested in satisfying his thirst. The need
for water is a basic physical need.

Physical needs do not usually cause either the

e

leader or the follower any problem except under
the most trying circumstances, such as during
prolonged combat or in a natural disaster.
When they are not satisfied, the man turns his
attention from task and mission accomplish-
ment to his own personal well-being.

Above the physical needs are the learned needs.
These are based on and developed through

- men’s relationships with each other and society

in general. The safety needs are the most basic
of the learned needs and include the desire for
security and for law and order. If, for example,
a man is concerned with the protection of his
personal possessions because barracks thievery
is common within his unit, he will not give full
attention to his duties. Instead, he will be think-
ing of the safety of his belongings. The leader
must provide the required security which frees
the soldier from worry so that he can attend to
his military duties.

The needs for belonging and for social accept-
ance rest upon the man’s desire to be an ac-
cepted member of his unit and to have good
personal relationships with its members. Al-
most every leader has been approached by a
soldier who has complained of not fitting into
his squad or platoon or who cannot get along
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with the other members of his unit. The problem
of “not belonging” concerns this soldier so that
he can think of little else. He is not a productive
soldier, so some action must be taken to satisfy
his need to belong.

Esteem follows in the progression and, next to
the physical needs, is the one most easily satis-
fied by the leader. The esteem needs are those
which stem from the person’s desire for recogni-
tion, respect, and appreciation. The leader can
directly recognize his subordinates for their
performance and show his appreciation by in-
tangible rewards such as a simple “Well done”
or a pat on the back. He can also offer tangible
rewards in the form of time off; recommenda-
tions for awards, decorations, and promotions;
and favorable efficiency reports. In the same
way, he can recognize poor performance by a
verbal or written reprimand or a recommenda-
tion for administrative or judicial punishment.
Today’s soldier for the most part is seeking
individuality—he is “people-oriented” more
than “system-oriented,” and he desires distinc-
tion. He wants logical rules and regulations
with which to govern himself, hard but mean-
ingful work, and a sense of belonging to the
group. By respecting each of his men for what
they are, by recognizing them as individuals,
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and by treating each of them as important
contributing members of the unit, the leader
helps satisfy the self-esteem needsofhis troops.

The highest need in Maslow’s progression is
that of self-fulfillment or the achievement of full
potential. Because needs are progressive, satis-
fying this final need is based on at least partial
satisfaction of the needs which precede it. Many
privates desire to become sergeants major, and
many lieutenants desire to become generals, but
these desires are realized in only a few cases.
Although the percentage of those who reach self-
fulfillment is small, intermediate promotion
goals can be attained, and partial satisfaction
achieved.

The attainment of these intermediate goals is
conducive to good behavior.

What about other men whose ideas of self-fulfill-
ment do not include moving to the top of the
ladder of success in the Army or some other
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organization? Some men just want to find their
true selves, to enjoy life, to do their jobs and
avoid trouble. If this is “their thing,” we must
not criticize their ideas and beliefs because
their ideas differ from ours. For example, take
a case in which we have only one unit award for
soldier of the month and two men are equally
qualified for the award after the completion of

‘the normal competition. If we find that one man

plans to get out of the Army as soon as his
enlistment is up and that the other plans to
reenlist, we must not allow this knowledge to
influence our decision. We must dig deeper to
determine who should get the award. If our
investigation favors the man who is not making
the Army a career then he should get the award.

GROUP NEEDS

In addition to individual human needs, there
are group norms which are established to meet
the needs of the groyp; Grou: nou . £
individual need:
tion of the needs 2
This collection of needs may 'reqtire g
of the group to change or adjust their needs to
fit the group’s norm. ’

In using the word #group” we refer to organized
groups having common goals and established
leadership. They may be formal such as a fire
team, sq,ua‘d’, or platoon; or informal such as a
bowling or softball team. Unorganized groups,
on the other hand, seldom have common goals
or established leadership, s

In organize
between the.

g'rou 5, ;fpér‘igonalﬁi 'ffixélationships

6o
| the p
wants to earn a high rati
ing Test (ATT) will litéra mk
of the platoon to do their best on the tést. Each

man will work hard in ¢rder to maintain his.

acceptance by the other members of the platoon.
In other words, they don’t want to “let their
buddies down” or lose their respect. Each wants
to do his part to attain the group goal. This is
due to the need for social acceptance and status
within the group. This force is strongest in the
leaders because they need the respect of their
men for their own self-esteem. The troops will
have confidence and faith in their leaders as
long as group needs and expectations are met.
On the:other hand, if the leaders do not live up
to group. expectations and satisfy:the group’s
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~, team of one kind
|8uccess oy fail

needs, i.ts" members will seek individual satis-
faction instead Qf group satisfaction.

A leader must provide purpose and goals for the
group. By evaluating his resources to see if they
are adequate to reach a goal and by selecting
the best course of action, the'leader provides
purpose and goals for the group. He must then,
time permitting, explain the logic and reason-
ing behind his decision so that each man under-
stands his importance to the unit: The leader
must then demonstrate his enthusiasm for the
task and provide direction and assistance in
accomplishing the ‘goal. This direction should
include information on the required standards
of performance, .

Americans live in a highly competitive society.
Because of this, many join or at least identify
with groups tha 11:th
tive. For examj

nd emotionally involved.
By accepting t Bm’s competition as their
own, they are abl satisfy their need for
competition. Many péople aléo belong to bowling
leagues or softball leagues, meet regularly for
playing cards, or engage in some other type of
competition where they are directly involved.
From these group associations, loyalties, team-
work, and leaders emerge. In a military organi-
zation, however, the leaders are already
identified. The designated leader must realize
that although he is recognized as the head of the

‘become petson

group because of his rank and position, he will
nutdn fact be'the pted leader until he earns
thie respestn tifidénce of the group by

Playely CAupy
NEED SATISFA CANE '

The leadér satisfies these needs in part by
in-suring”bh‘atfﬁtbza'm‘Work and loyalty to the
group are’ establishéd and maintained. He in-
sures that individual and group needs are sat-
isfied by -establishilig goals, missions, or tasks
for individuals &tid groups to reach which lead
to mission ‘aecomplishment. For example, the
unit mission may be to paint the barracks. The
leader may establish some type of competition
or reward for the platoon that does the best job.
Thus, the individual and group needs of im-
proving their living ‘conditions (social ‘needs),
competing and: being' recognized (ego needs),
and accomplishing meaningful work (self-ful-
fillment) are met. The method of satisfying



needs by establishing goals is a part of motiva-
tion. We will discuss the subject of motivation “How do we motivate our men?”’

SUMMARY

For a soldier to be a contributing member of the Army, his physical
needs must be satisfied. He must be put in anenvironment in which he
can satisfy his learned needs. Because men’s needs are progressive,
they must be at least partially satisfied at each level before a higher
level can be reached. If a leader expects good performance from his
troops, he must strive to satisfy or assist in the satisfaction of their
individual needs.

Equally important are group needs, which are the collective needs of all
members of the unit. The collective needs are translated into a common
group norm to which members of the group must conform. As is the case
with individuals, groups require their leaders to establish goals and
purpose for their efforts in order to satisfy the group’s needs.

FM 22-100

in the next chapter and answer the question,
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FORMAL AND INFORMAL CONTRACT

The task of motivating subordinates is squarely
on the leader’s shoulders. His first task in moti-
vating his men is to recognize the existence of
both the formal and informal contract between
the soldier and the Army and to insure that the
terms of these contracts are met. The formal
contract is the military obligation a man incurs
when he is sworn into military service. The
informal contract consists of those implied obli-
gations and responsibilities which the organi-
zation and the soldier have to each ether. The
informal contract is based on individual and
organizational expectations and on the necess-
ity for each to satisfy the other. The leader

plays an important role as the organization’s
representative in insuring that the terms of the
informal contract are fulfilled by both parties.

Units have standards in such things as job
proficiency, discipline, participation as a team
member, and personal conduct—to name a few.
In the same way, the soldier has certain expec-
tations which must be met by his unit. The unit
must reasonably satisfy his “physical” needs
for food, water, shelter, etc. It must also provide
a climate for the satisfaction of his “learned”
needs for security, law, and order; his “belong-
ing” needs of family, work, and social groups;
and his “self-satisfaction” need for self-fulfill-
ment. By directly satisfying the soldier’s physi-
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cal needs and giving him the opportunity to
satisfy his learned needs, the unit meets the
basic terms of the informal contract it has with
the soldier. The opportunity is now present to
motivate him to accomplish the organizational
goals.

In short, under the terms of the informal
contract, both the organization and the soldier
depend on each other for satisfaction of their
expectations, and each must meet the terms of
the contract according to what the other expects.
If both parties participate fairly in meeting the
contract’s terms, then a satisfactory relation-
ship will exist between the two, and the organi-
zational mission can be accomplished while the
soldier’s needs are also satisfied.

The leader is responsible for acComplishing the
missions of the Army and is vitally concerned
that the Army’s expectations are met. On the
other hand, he must see to it that the goldier’s
expectations are met. The leader is, thirefore,
the executor of the informal contract and must
see that each party meets the expectations of the
other.

MOTIVATION AND NEEDS

Needs form the basis for men’s actions. Needs
motivate men to behave in certain ways and to
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do certain things. So any attempt to motivate
must be based on an understanding of human
needs and must be directed at satisfying these
needs.

Motivation is related to what people do in per-
forming their jobs and is associated with the
higher needs as described in Maslow’s progres-
sion of needs in chapter 7. The degree to which a
person desires to satisfy these needs usually
determines how productive and creative he will
be on..the job. At the lower end of Maslow’s
progression are those factors which are related
to the job environment. Failure to provide for
these needs creates dissatisfaction. If the job
environment is dissatisfying, the soldier will be
concerned with his own well-being to the point
of excludlng all activities which do not lead to
this satxsfactlon Thus, his performance will be
directed towards satisfying his physical needs,
and unit needs will not be satisfied.

It is lnterestmg to note, however, that elimina-
tion of dissatisfiers does not motivate subordi-
nates. If a motivation scale is indicated on a
progressive ladder of motivators and dissa-
tisfiers, the elimination of the dissatisfiers does

‘not by itself cause motivation, but simply

causes a heutral situation in which motivation
can occur. The satisfaction of needs on the



positive side of the scale motivates subordi-
nates, while failure to satisfy these needs
‘results in dissatisfaction. For example, the
soldier who consistently performs well but who
is not recognized for his work may become
dissatisfied.

Although 1t may appear that the leader faces an
impossible task in motivating his subordinates
because he is surrounded by potential dissa-
tisfiers, this is not the case. In our society the
physical and safety nee_:dfs are usually easy to
satisfy and, except in extreme circumstances,
our men are not’ concerned with these two needs
but are more mterested 1n satlsi’yi g their

1zat10n and of several 1nforma1 groups, the
soldier is socially motlvated to meet both the
formal and informal established ‘standards.
These group standards she W“"the sold'?' ‘ ‘h‘”w to

behave in various sntuat,
in times of stress

' Motlvatlon is a co

needs. Because th ;
tion, personal neeeg
are always present,’
one has some type
thlng For example,

threat; and most people des1re social ‘or group
acceptance and are motivated to achieve that
end.

MOTIVATING PERFORMANCE
Because everyone has motlves, the questlon for
a leader is not, “How can people be motivated?”
but rather, “How can the motives of his soldiers
be channeled towards attaining the organiza-
tional objectives?” To answer this question,
consider ‘these factors which influence a
soldier’s motivation to perform’ well: '

e His feelmg that hecan succeed if he tries.’

e His feehng' that he will be. recog'mzed for

his good work eithertangibly or 1ntang’1bly

e His value of that recognltlon. b

o His-estimate of the: probabnhty that he
will be punished. if he does ‘not try o

_ MOTIVATION TO TRY ,
Experience shows that a man will have httle

-
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motivation to try something he thinks he cannot
do. The leader must know his men’s capabilities
and establish challenging attainable goals
within these capabllltles He can build the
men’s confidence in himself by offering support,
encouragement, and assistance and by indicat-
ing that a man will not be punished if he gives
his best effort and fails. This is important

. because on difficult tasks, men encouraged to

keep trying may ultimately succeed; without
encouragement, they may simply quit.
EXPECTATION OF RECOGNITION FORGOODWORK -
When a man is convinced that his chances of
success are good enough to warrant the effort to
try, his belief that success will help him achieve
his own personal goals or needs becomes im-
portant. If he is not convinced that good per-
formance is the best way to satisfy these needs,
his motivation will be low and he will have little
or no interest in doing his best.

Creating assurance that good performance will
be rewarded is based on three things. First, the
leader must have a consistent record of check—
ing and evaluating performance Second, he
must have an equally consistent record of using
the‘rewards and’ punishments at his disposal in
i-espect to 1mprovmg his men’s performance. A
- 0-does et rgmwrk than any other
raembiry in the unit; should be, the first man
considered for: pm;wleg and promotions, while
the. capable man. who: does not do good work
should never be allowed to, -escape the conse-
quences of his poor performance ' Finally,
although tangible rewards are most. important
to many soldiers, there are others who feel that
completion of the task itself is sufficient re-
ward. In other words, the unit and individual
goals are reinforcing and complementary.

Motivation cannot always be achieved by taking
such actions as offering tangible rewards, in-
creasing work requirements,-changing the man
to a similar job (such as changing his job. from
drlvmg an armored personnel carrier to driv-
ing a 5-ton truck), or asking, him what action
can be taken to improve his job, Motivation can,
however, be realized by chang'mg' the method of
achieving_ unit goals so that they satisfy the
needs of the troops as well as contribute to
mission accomphshment Usually, if a man is
allowed to develop his own method of reachmg a
unit goal, he will be: more motivated to do so
because he: can choose a course of action which
will enable h;m to, satlsfy his own goals as well.
Addltlonally, by mﬂuencmg a man’s choice of
personal goals, you may -in turn mfluence the
alinement ofhis personal groals w1th unlt goals
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The best technique to use to aline personal and
unit goals and to provide personal-satisfaction
motivation is to give the soldier increased au-
thority and responsibility. This technique can
be used at any level from the lowest ranking
enlisted man to the highest ranking officer. For
example, at the lowest level, guidance for the
accomplishment of routine tasks may often be
given along with specific standards of accom-
plishment to be met. This will give a man the
opportunity to use his own ability and initia-
tive to perform tasks so as to meet the leader’s
standards. This technique can give the soldier
the opportunity to satisfy his own needs while
accomplishing unit goals. The same process of
using broad guidelines can be used in giving
more responsibility and authority to junior
leaders. In other words, you should assign a
task and hold the leader responsible for its
accomplishment. Give junior leaders the au-
thority to grant certain rewards, such as time
off, to their subordinates with the understand-
ing that mission accomplishment cannot be sac-
rificed. The leader’s imagination, within the
limits of regulations and policies, can be used
freely in arriving at ways in which increased
authority and responsibility can be given to
subordinates.

The benefits of this technique are far-reaching.
In addition to increasing motivation, this tech-
nique gives men the opportunity to grow profes-
sionally because their abilities are challenged.
The leader is also able to free himself from
many tasks which he previously performed him-
self and thereby devote more attention to his
other leadership functions. For example, if the
leader can free himself from having to person-
ally supervise a particular task, he can step
back and take a more objective view of his unit’s
performance. He can then evaluate his unit’s
performance in order to improve it.

THE VALUE OF RECOGNITION FOR GOOD WORK

A person’s desire for recognition is directly
related to the third factor affecting motivation
to work—the value a man places on the recogni-
tion he will get for successfully completing as-
signed tasks. What can the leader provide that
will be of value to the subordinates? Should
every task be rewarded? It is difficult to answer
these questions because a soldier does many
routine tasks during a day which do not merit a
tangible reward, but which must be done well.
Further, giving tangible rewards for all good
performances, especially routine tasks, would
reduce the value of rewards as a motivating
factor. Finally, even if this would not lower the
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value of rewards, there are not enough tangible
rewards available to use this way.

Fortunately, there are other rewards, intangible
in nature, which are available to the leader. The
best example of an intangible reward is the
praise given a man for successfully completing
a task. Praise tells the soldier that he is a
valued member of the unit. While a man may
work for tangible rewards, one of his chief goals
is to feel that he is important and worth some-
thing to the unit. In contrast, if the leader never
compliments a soldier for a job well done, it is
easy for the man to believe either that he never
does good work, or that his leader is not inter-
ested in good work. Either of these beliefs can
destroy a man’s motivation.



PROBABILITY OF PUNISHMENT K

In the Army, assighed tasks must be done well,
and each leader’s unit must perform well.iEach
man must do his share of the total job, or
several problems will result. First, the unit’s
effort will be weakened. Second, others in the
unit will have to do more than their share. They
will not continue to do more, however, if correc-
tive action is not taken against the shirker.
They will feel that there is no reason for them to
do more than their share and their performance
will decline to the level of the shirker. Third, the
shirker himself will develop a habit of shirking.
The longer he gets away with this, the harder it
will be for the leader to change him. Prompt and
firm punishment at the first occurrence may
salvage the man and eventually aid in making
him a good soldier. If punishment fails and the
man continues his poor performance, more se-
vere punishment will be required. Moving the
man to another unit or a different job may also
help remotivate him. If nothing works, as a

final step he should be eliminated from the

service.

EVALUATING PERFORMANCE

From these points and others raised in this
chapter, it is clear that one of the most demand-
ing and complex problems of leadership is the
action the leader must take after evaluating his
men’s performance. There are several factors
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that should guide decisions on what action is
appropriate for a given performance.

When performance is good, the leader’s job is a
simple one. If an attempt is made to get special
recognition for the unit when the men have put
forth special effort, and if good work is always
recognized, motivation in the unit will increase.
Far more complex is the problem of correcting
poor performance.

Performance of duty is, in general, the product
of three interdependent factors: ability, motiva-
tion, and the work method. If ability is high but
motivation is low, performance will be poor.
Performance will also be poor if the opposite is
true, with ability low and motivation high.
Therefore, it is often difficult to determine
whether poor performance is the result of low
ability or low motivation. Yet, the determina-
tion must be made, since the nature of the
leader’s action will be different depending on
which he decides is the case. If the poor per-
formance is the result of a lack of ability, the
proper action is to identify and correct the
ability failure. This can normally be done
through extra training. If the failure is attrib-
uted to inadequate motivation, however, the key
is to take action to increase the motivation level
of the man. It is not easy to identify the reason
for a failure. For example, a failure that ap-
pears to be caused by a lack of ability may be
indireetly the result of an earlier lack of moti-
vation to learn while the soldier was being
trained. The leader must determine which is the
cause for failure. A review of the man’s per-
formance is a help, but is not totally reliable.
For example, a new man may “goof off”’ from
the day he joins the unit, and thus always
appear as a poor performer. Or, a man with a
good past record may suddenly start fouling up
because of pressing personal problems he
cannot solve. There are two errors to avoid. One
is to punish when the failure is due to inade-
quate ability, and the second is to give addi-
tional training when the failure is due to a lack
of motivation.

Of these two errors, the first, punishment for a
lack of ability, is very serious. There are at
least three reasons for this. First, if a man
gives his best, fails, and then is punished, he
will probably never again try that hard. If he is
going to be punished for failing, he might as
well be punished for not trying. Second, if he
fails because of a lack of ability, his failure is
not entirely his fault. It is primarily the
leader’s fault for assigning him a task beyond
the limits of his ability. So, if a man gives his
best and is punished for failing, his motivation
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may cause the troops and the instructors to
experience minor frustrations. Frustration is
likely to be more severe when an obstacle blocks
someone from attaining his objective. A block-
ing obstacle may be a physical or mental condi-
tion beyond the control of the man concerned. It
may be a self-imposed or psychological obstacle
such as a lack of self-confidence which prevents
a man from reaching a goal. When the level of
achievement is lower than the level of aspira-
tion, frustration results. For example, a staff
sergeant (E6) who is an outstanding NCO is
told that he cannot be promoted to sergeant first
class (E7) because he does not have a high
school education.

Frustration by conflict occurs when someone
desires two or more goals, but the satisfying of
one causes the denial of the other. Of course,
these goals must be of fairly equal importance.
For example, if a soldier is confronted with the
choice betweén a steak dinner or promotion,
there would probably be no conflict. However, if
he has not eaten for 3 days and the steak dinner
is the only food available, a conflict might exist.
Another example of this type of conflict would
be deciding between two good jobs—one which
has a supervisor you like, or one that is partic-
ularly beneficial to your career.




Conflict also occurs when a person must choose
between two unpleasant goals. An example of
this type conflict is a choice between two equally
undesirable tours overseas.

Conflict often occurs when a goal involves both
pleasant and unpleasant features. For example,
a noncommissioned officer may desire to work
in the brigade tactical operations center, but in
so doing would have to work for someone he
dislikes. ’

Most situations involve a complex combination
of desirable and undesirable factors, as exem-
plified in the following hypothetical case.

LT Smith is asked to work on a project which
involves an extended trip away from his home
station. He realizes that this is a vote of confi-
dence from superiors, an opportunity to learn
and to get away from the routine of his job, and
an opportunity to observe the actions of high
ranking and influential leaders. However, he
has doubts of his ability to do the job, and being
away from home could cause personal hardshlp
and financial problems. LT Smith’s problem is
not easy to solve, because either choice results
in conflict.

REACTIONS TO FRUSTRATION o

Whatever the cause, frustrating events stimu-
late some type of behavmr The resulting be-
havior varies with the person ‘and the situation,
and it can cover a wide range of reactions.
Behaviors induced by frustration can involve
either good or bad reactions. Good reactions are
those which occur because of increased drive
and can cause a man to overcome the obstacle
which is preventing him from reaching his orig-
inal goal. Good reactions to frustration are not
uncommon. In fact, many perform at their best
when subject to some minor form of frustration.
The saying ‘“the more I have to do, the more I
get done” is a good reaction to what might
otherwise be a situation where, because of the
amount of work to be done, a man could react
poorly. Because good reactions do not require
leader attention or action they are seldom of
concern to the leader. On the other hand, frus-
tration can produce various bad reactions such
as agéressmn, rationalization, regression, fixa-
tion resignation, and negativism which are of
great concern to the leader.

Aggression is one of the most likely reactions to
frustration; however, other responses to frus-
tration may occur first. Hostility, striking out,
smashing objects, vicious gossip, snide
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remarks, and other forms of unacceptable be-
havior characterize aggression.

Another reaction of frustration is misdirected
hostility, often called “scapegoating.” A person
may be in a position where he cannot attack the
cause of his frustration directly. He often takes
out such frustration on another person or
object having nothing to do with the original
cause of his frustration. For example, Sergeant
Jones, who is experiencing a great deal of frus-
tration he believes is caused by his platoon
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leader, goes home and vents his aggression on
his wife. All too often people direct their hostil-
ity toward their peers or subordinates who, in

turn, may vent their aggression on their unit by

not performing a task to the best of their ability,

Rationalization is a behavioral reaction in
which the frustrated person blames someone
else for his inability to achieve some goal or
talks himself out of the desirability of a goal.
For example, a man disappointed at not having
been promoted to sergeant first class may ra-
tionalize; “I did not want the added responsibil-
ity of being promoted to E7, anyway.”
Frequently, however, the reaction to this frus-
tration is to blame a superior for one’s inability
to attain a desirable goal.

Regressive reaction is simply the failure to act
one’s age. A person who is unable to deal con-
structively with reality and who retreats to the
behavior of an earlier age that seems more
satisfying is showing regression. A person who,
in a frustrating situation, puts on a temper
tantrum or pouts is reverting to his formative
years when such behavior worked; in other
words, he got his way by a display of temper as
a child and reverts to this behavior in an effort
to have his way as a man. As in other reactions
to frustration, the number of frustration-pro-
ducing elements influences the degree of regres-
gion.

Fixation is another severe reaction to frustra-
tion. It is characterized by compulsive, stereo-
typed, repetitive behavior. A person may exhibit
the same behavior pattern over and over again
with no attempt to adjust to the situation. An
example of fixation is the mechanic who per-
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sists in trying to fit a bolt into place, even
though it is the wrong size.

Resignation, or apathy, is a reaction character-
ized by loss of hope, escape from reality, with-
drawal, and retreat from the source of
frustration. The person becomes apathetic and
resigned to failure. For example, a man, in an
attempt to escape from the rigors of Army life,
may withdraw into himself and go absent
without leave.

‘Negativism is the most common reaction to

frustration. In this behavioral reaction, the per-
son adopts a negative resistive attitude toward
the situation. For example, Lieutenant Smith
presented his plan for the coming movement to
the company commander, who found fault with
it. Lieutenant Smith then became frustrated
and ‘displayed a defensive, negative attitude
toward all recommendations that the company
commander made for improving the plan.

The symptoms,of frustration described here—
aggression, . rationalization, regression, fixa-
tion, resignation, and negativism—are condi-
tions for -which the leader should be alert, so
that he can take remedial action.

COPING WITH FRUSTRATION

There is no clearly defined ladder of frustrated
behavior in which a person proceeds, first being
aggressive then regressive, etc. Further, the
ability of people to cope with or tolerate frustra-
tion varies. What may be a stressful situation
for one person, may be stimulating for another,
and what may induce frustration in a man at
one time may not at another time. '

Once you determine that a man or a group is
frustrated, identify the source of the frustration
and try to solve the problem. In doing so, you
must. be cause oriented and not symptom ori-
ented. Do not make asnap judgment. If frustra-
tion is the problem, remember that frustration
is cumulative. What may appear to be the pri-
mary cause of the frustration may only be “the
straw that broke the camel’s back,” the last of a
long series of cauges of frustrations. By dis-
cussing a man’s problem with him, you can in
most cases be able-to determine or to help him
determine the cause of his problem.

There are numerous problems that can arise
relating to the job, the unit, or the Army which
may be solved by the leader. The cause of a
soldier’s frustration may be his inability to get
along with members of his squad. In this case,
the leader can eliminate the cause by finding
out why he is not getting along and helping him
understand what adjustments he can make to
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resolve the problem. In some instances it may
benefit the unit and the soldier if he is trans-
ferred to another squad. Other causes of frus-
tration such as personal problems may require
the leader to prompt the soldier ‘to seek help
from the chaplain, Army Emergency Relief, Red
Cross, Judge Advocate General, hospital, ete.
Still other problems can be solved only by the
soldier himself. In these cases, the leader may
help him eliminate the cause by suggesting
ways to overcome the problem or by suggesting
alternate goals.

Solving a problem is not the fmal step for the
leader. After the cause of the frustration has
been identified and eliminated, the leader must
take steps to prevent a recurrence and future
frustration. Just as it is easier to put oil into
your automobile engine than to replace a
burned-out engine, it is easier to prevent frus-
tration than to correct it. There are a number of
steps you, the loader, can take to prevent frus-
tratlor\ in your men.

Conduct an honest self-evaluation to determme
if you are causing frustration. Your personal-
ity, your method of operating, and your manner
of communicating with them are some of the
things which may frustrate your men. For ex-
ample, if you give sarcastic replies to their
questions you may build up a res1stance to your
leaders.hlp

See that your men are meaningfully employed.
Do this by planning ahead, eliminating “busy
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work,” and by maintaining unit integrity when-
ever possible.

Keep channels of communication open in order
to provide an outlet for their problems.

Establish reasonable logical and reasonable
rules, regulations, and SOP.

Insure that human needs are satisfied and that
the men are motivated and well trained.

The efforts of a leader to prevent frustration
are not always completely successful. Some
frustration is inevitable. Fortunately, most
men can tolerate frustration to some degree.
Because frustration is inevitable, an important
aspect, of leadership is in learning how to man-
age frustration so that it does not become de-
structive to the man or the unit. This
management of frustration is actually adjust-
ment to the situation. This is addressed later in
this chapter.

Pressure involves internal feelings of tension,
anxiety, or fear experienced by a person in a
situation which he sees as demanding or threat-
ening. An example of pressure is the-feeling.you
had when you stood your first ‘“in-ranks”
inspection. Pressure, like frustration, may be
caused by internal or external sources.

INTERNAL PRESSURE

Internal sources of pressure center around our
own asplratlons and egos. When a man has high
ideals, in terms of work to be done and stand-
ards to be met, the pressure may be severe and
continuous. 'l‘he career oriented soldier who
wants to get his college degree, go to officer
candidate school, and end his career as a gen-
eral officer, for example, may experience pres-
sure his entire career. In general, the well-
motivated person who wants to do a good job is
more likely to experience pressure than is the
unmotivated person. Many men drive them-
selves relentlessly and try to attain unrealistic
standards of work, courage, and social accept-
ance. They may feel that they should work
harder, get along with everyone, be braver, and
be better persons than they are. This may be
good because it can motivate many men to do
well, but they will have to cope with the result-
ing pressure.

EXTERNAL PRESSURE

There are many sources of external pressure.
There is pressure to succeed in a competitive
society; pressure to produce well over an ex-
tended period; pressure to adjust to constantly
changing conditions; and pressure to satisfy
wishes of family, peers, and superiors. These
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are but a few of the more prevalent sources of
pressure which we face daily.

A person may maintain an outwardly, calm
behavior pattern through a long series of minor
pressures and suddenly explode over some
seemingly minor incident. The people around
him may be completely surprised by his reac-
tion, not realizing that it represents the culmi-
nation of a long series of minor pressures.
Pressure can be handled by a person until he
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reaches his individual “overload point,” the
point at which he is no longer able to function
effectively under the pressure that he feels.

In our highly competitive society, people grow
up learning to compete for everything—grades
in school, athletic honors, popularity, jobs, lead-
ership positions, money, and social status.
Some men are more competitive than others,
and some are better equipped to handle the
pressures created by competition. Not everyone
can be a winner all the time. Striving to do the
impossible invites frustration and self-devalua-
tion. While competitive pressure drives many to
greater productivity and higher standards of
excellence, such pressure may be harmful if it
leads to constant “overloading” of a person’s
ability to adjust or to cope with the pressure.
This type of pressure is more severe among
motivated leaders whose success is partially
dependent upon competitive performance.

Sustained concentration of effort is another
pressure to which all men are exposed at one
time or another. This pressure often occurs as a
result of having a job for which many demands
are felt for a prolonged period. Generally, the
higher in the chain of command a leader is, the
greater the pressure caused by demands for
decisionmaking and production.

Being unfamiliar with a problem and the sud-
denness with which it arises may create pres-
sure. An example of this is the pressure a basie
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trainee feels when he first enters active duty.
He may be unfamiliar with his new surround-
ings and activities and, because of a desire to
do well, may experience some pressure. In some

cases, this pressure makes it difficult for a new
soldier to adjust to Army life.

If a situation represents a possible threat, it
adds to the pressure. Situations which entail a
possibility of physical harm, such as rappelling
down a cliff, could exert great pressure. Simi-
larly, situations which threaten a person’s
value to the Army, such as failing to do a job
that he should be able to, involve a strong
element of pressure. In general, a situation
believed to be threatening creates more strain
than a situation presenting a difficult, but
manageable problem.

Anticipation of pressure itself can cause pres-
sure as the pressure inducing event becomes
imminent. You may have felt pressure build up
inside you as the time approached for you to
address a group of people, particularly people
with whom you are closely associated or those
who can influence your career.

The severity or level of pressure is the degree of
strain (tension, anxiety, or fear) produced
within a person. The degree of strain felt
depends on a number of factors. First is the
importance attached to the situation. The strain
may be greater when preparing for the inspec-
tor general’s annual inspection, for example,
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than when preparing for a routine company
inspection, because the ingpector general’s
inspection is more important than a routine
inspection. The second factor is that the longer
a pressure situation continues, the more severe
the strain, The number of demands made at one
time also has a direct bearing on the degree of
pressure felt. Each man has a different level of
pressure that he can stand. It depends on his
maturity, personal characteristics, the situa-
tion, and the presence or absence of support
from others. Under mild pressure, a person
normally adjusts easily with little or no loss of
efficiency. Under moderate pressure, adjust-
ment may be difficult and some efficiency will
be lost. Under severe pressure, ability to adjust
is overtaxed and inefficiency results.

Stressful situations may not cause any strain
at all in some men. If the man is confident that
he can handle the situation, then he probably
will feel very little pressure. On the other hand,
if he feels he is not confident, he will feel great
pressure. The level of competence, perception,
the presence or absence of threat, and self-confi-
dence all contribute to one’s ability to withstand
pressure.

Another factor determining the degree of pres-
sure experienced is the evaluation given to the
problem. When someone does not get a job he
wants or needs, he may think that he is a
failure. Another man in this situation might
view it as good fortune as he will now have more
time to mature and prepare for the job at a
future date.

The evaluation of a problem depends on the
person’s whole system of beliefs. If he views the
world as a dangerous and hostile place, each
new demand will add to the burden he already
bears. If he sees the world as friendly, the
demands will be viewed as manageable. For
instance, the person who feels that the world is
“out to get him” may view a task assigned to
him by his leader as more work which will keep
him from his family and from doing what he
desires. This man’s performance will probably
be satisfactory at best. On the other hand, the
man who has a good outlook will probably view
the assignment of additional tasks as a vote of
confidence from the leader. He will in most
cases do a more-than-satisfactory job.

An appraisal of a threat situation is affected by
self-evaluation. If the man views himself as
helpless and inadequate, a problem that looks
minor to someone else might look serious to
him. Failing a proficiency test might spark a
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self-confident soldier to study harder while it
may convince the less confident man that he is
not capable of passing any proficiency test.
This points out the difficulty in predicting the
effect a situation or demand will have on a
person because he reacts not to the situation
alone, but also to how he perceives, defines, and
evaluates it. Most people are not aware of how
life’s pressures cause them to act the way they
do.

PRESSURE TOLERANCE

The degree of pressure that each man can toler-
ate is fairly constant for that man. There may
be variations in certain situations. Working as
a staff officer might create severe pressure for
some people, but very little for others. Disap-
pointments, emergencies, and other life
problems that many can take in stride might be
too much for others to handle. Some can func-
tion well under complex and difficult situa-
tions, while others are so marginally adjusted
that the slightest pressure presents a serious
problem to them. Each person has his own
vulnerable points. Some may be able to cope
with failure, but not criticism, others with prej-
udice and discrimination, but not with disap-
pointment.

Usually, men are not alone when they face a
pressure situation. If they go in a difficult job,
they can count on emotional support from their
family and friends and perhaps assistance
from other sources. Lack of external support,
either personal or material, will increase pres-
sure and weaken their ability to cope with the
situation. Consequently, it is not surprising
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that, when under pressure, most people turn to
. others for support and reassurance.

Under pressure, for example, a soldier may
have his ability to recognize and define a
problem reduced. If when operating under pres-
sure he is given a mission, he may not under-
stand all that the mission entails. His ability to
cope with the problem may diminish, and only
one course of action may be identified. Effi-
ciency may also be impaired. “Examination
Jjitters” cause people to do poorly on an exami-
nation, even after adequate preparation. In
fact, high levels of tension, anxiety, or fear may
lead to erratic behavior as well as to poor
performance.

When a man copes with one severe situation, a
lowering of tolerance for another situation may
result. Soldiers who develop resistance to the
pressure of combat may become unusually sen-
sitive to bad news from home. A man who can
tactfully follow the instructions of a difficult
boss all day may have no patience left for his
teenage son when he gets home.



If pressure is viewed as unwarranted or arbi-
trary, the natural tendency is to resist it. Some
people resist pressure actively by being defiant
and rebellious while others will resist passively
by not paying attention, malingering, acting
helpless, and deliberately performing below
their capabilities. Resisting pressure is often
important to a person maintaining his integ-
rity and his dignity, and in protecting himself
from being overloaded with requirements.

COPING WITH PRESSURE

A normal, well-adjusted life results not from a
lack of pressure, but from learning to cope with
pressure. However, coping with pressure has a
price in terms of effort, resources, and time.
For severe or continuous pressure, the price
may be high. A leader can help his men cope
with pressure. Insure, as much as possible, that
the men are not exposed to prolonged periods of
intense pressure. Give them adequate time to
rest and take care of personal needs. Keeping
your men informed of the situation and what is

‘expected from them will help to reduce pressure.

The soldier’s ability to withstand pressure can
be increased by increasing their knowledge and
self-confidence through training. If a soldier
has performed a task well in training, the next
time he is given that task or a similar task, the
pressure will not be as great because the task is
not new to him. Through training, men become
familiar with their own jobs and abilities, and
with those of the other members of the unit.
They can practice procedures, develop team-
work, reduce the probability of being confronted
by unfamiliar situations, and develop confi-

dence in themselves and their unit.
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Putting the right man in the right job helps
preclude pressure. The soldier who is in a job
which satisfies his needs is much less likely to
experience pressure than one who is not satis-
fied with his job. He enjoys the work, and,
because of his interest, becomes much more
proficient at it.

Once soldiers are proficient at their duties, they

‘usually do not like to be moved to a new posi-

tion unless such a move will satisfy one of their
personal needs. Therefore, the leader must keep
personnel changes to a minimum. Leaders
should be consistent in their actions because if
their men never know what to expect, they will
experience pressure caused by tension and anx-
iety.

The best thing leaders can do to reduce the
pressure, if the source of pressure cannot be
eliminated, is to be present in stressful situa-
tions. If the leader remains calm and confident
his men will gain strength to withstand the
pressure. In combat this conduct can mean the
difference between success and failure. For ex-
ample, the commander whose company is in
action, should position himself where he can
best influence the outcome of the operation. In
an attack he should be near the maneuver ele-
ment, If his forces are slowed or stopped, his

‘presence alone may influence his men to con-

" tinue. Soldiers who see their leader demonstrat-

= ing his strength in stressful situations respond
" by viewing the situation as less threatening.

The leader cannot expect his men to show less
effect of pressure than he does, so he must
conceal the effects of pressure he feels, not by
denying that he is under pressure, but by acting
with cool confidence.

SUMMARY

The leader must be alert for situations which produce frustration and
pressure. He must strive to reduce their bad effects by training,
counseling, arranging for professional assistance, providing external
support, and setting a good example. Soldiers perform well only when
their pressure and frustration is kept at an acceptable level.
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CHAPTER 10
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Leaders make decisions everyday involving not
only themselves, but the morale and welfare of
their subordinates. Some decisions, such as
when to take a break or where to store supplies
are simple decisions which have little effect on
others. Other decisions may be based on pol-
icies, procedures, or regulations. These are also
simple decisions and are’ based on the leaders’
knowledge and experience in similar situations.

Other decisions, such as what training to sched-
ule for the coming month or which formation to
choose when attacking an objective, are more

complex and may have a significant effect on
the men and unit. These more complex deci-
sions often require the leader to consult others
because he may not have all the pertinent infor-
mation. This does not mean that he makes all
simple decisions alone or that all complex deci-
sions are made by consulting others. There are
times when he will consult others on simple
decisions. For example, should physical train-
ing be scheduled before breakfast, during mid-
morning, during midafternoon, or at the close
of the duty day? If this many alternatives are
available, it may be wise to get additional infor-
mation from several other sources before the

final decision is made. There will be times
when, because of the situation or time available,
immediate decisions will have to be made
without consulting anyone, as in combat when
time frequently is not available to consult
others.

Decisionmaking is a conscious process for se-
lecting a course of action from two or more
alternatives for the purpose of achlevmg a de-
sired result. There are three elements in this
definition: choice, consciousness, and orienta-
tion toward a goal.

A decision cannot be made if the leader does not
have a choice between courses of action. If only
one choice is available, no decision is required.
However, this does not mean that “to do noth-
ing” is not an available course of action. On the
contrary, to wait and see how a situation de-
velops or to allow time to gather more facts is
often a wise course of action. Decisionmaking
must be a conscious process in order to avoid
overlooking important factors which might vi-
tally affect the decision. A well thought-out deci-
sion avoids the difficulties which may arise as
the result of a snap decision. Further, decisions
must be oriented toward the attainment of some
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meaningful goal. Otherwise, resources may be
expended in reaching and carrying out deci-
sions which do not contribute to the accomplish-
ment of unit missions.

When a leader makes a decision, either with or
without advice from others, he should arrive at
it by a procedure which allows for logical con-
sideration of all influencing factors and possi-
bilities. The leader may go through this
procedure quickly in his mind, or he may write
it step-by-step in order to have all aspects of the
problem covered and so that nothing is over-
looked while he is considering and evaluating
the possibilities.

The terms used here may differ from those you
use to describe your own decisionmaking proc-
ess, but the orderly progression from identifica-
tion of the problem to re-evaluation of the
decision is probably the same.

The decisionmaking process consists of three
phases and contains six steps. The leader may
not be able to identify exactly what the problem
is. For example, suppose his unit has been
dispatching 10 trucks daily, and suddenly he is
able to dispatch only five. Is the problem a
shortage of drivers, qualified mechanics, repair
parts, POL, or is it one of motivation? As can be
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seen from this example, identifying the problem
may not be easy. Often, considerable time and
effort may be expended in an effort to deter-
mine what the real problem is. The more clearly
a problem is defined and isolated, the easier it
is to arrive at a solution.

When the problem has been defined, the next
step is to gather the information needed to solve
the problem. In this step, all factors that affect
the problem must be considered. Some of the
information may not bear on the problem at
hand. So the leader must sift through the infor-
mation and use only that which applies to that
specific problem. He must also realize that a
person’s attitude may alter information. So,
when gathering the information to solve a
problem, consider the attitude of the people
providing the information so that you can allow
for its impact on the information. For example,
the motor sergeant tells the motor officer there
is no problem getting repair parts when it ac-
tually takes 60 days to get parts. The motor
sergeant may consider this to be a normal time
delay, so to him it is no problem. To the motor
officer, however, this may be totally unsatisfac-
tory, and therefore a problem.

The second phase of the decisionmaking process
is the decision phase. It involves developing
courses of action, analyzing them, and selecting
the best one to solve the problem. Step three, the
development of courses of action, requires an
analysis of the available information so as to
determine whether each course of action will or
will not solve the problem.

BRAINSTORMINE om
"SRULL SESSIONS

ARE USEFUL...
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Conducting “brainstorming” or “skull” sessions
is a good technique to use when there is diffi-
culty in developing courses of action. Brain-
storming is a creative technique which
encourages several persons to suggest as many
solutions to a problem as possible.. The idea
behind brainstorming is to allow each member
of the group to give his suggestions without fear
of criticism. Keep in mind that in these ses-
sions, the emphasis is on quantity rather than
on quality, especially since a “far-out” solution
may trigger a workable idea from semeone else
in the group. Evaluate all suggestions following
the session, and discard those that areé not
feasible. ' & o

After the courses of action have been developed,
analyze each one to determine its good and bad
points so that a better evaluation of each course
of action can be made. Through this evaluation,
the best course of action may be determined. A
useful point to remember is that a course of
action may appear worthless in itself, but when
it is combined with a second course of action, it

" may become the best possible solution. There-

fore, a good decisionmaker guards against let-
ting his instinctive first reaction to a problem
‘color the analyzing process. An open mind must
be maintained throughout the decisionmaking
process. ‘ '

Up to this point in the decisionmaking process,

‘several people may have been involved in the
search for the best solution. Subordinates may
have been used to research the problem, gather
data, and develop and analyze the various
courses of action. The leader should also, if time
permits, talk to those directly concerned with
the problem to gather additional information
and, if possible, solicit their comments and
cooperation in seeking the best solution.
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The study of behavioral science has revealed
that subordinates are more likely to support a
plan or decision if they have had a part in its
development. This technique will pay dividends
in terms of increased motivation and better
efficiency on the part of the unit. There will be
situations when a leader must make decisions
without consulting anyone. However, if a cli-
mate of discipline has been established, one-
man decisions will be accepted readily.

Participation in the decisionmaking process
must end when the decision is reached. Prior to
this, the leader should encourage differences of
opinion from all parties because honest differ-
ences are useful in determining the pros and
cons of each alternative. The key is to encour-
age objective differences and to avoid emotion-
alism. Although this is a difficult task, the
leader must train his subordinates to express
their views objectively. This will allow him to
make decisions based on what is right rather
than on who is right. If personalities are al-
lowed to creep into the decisionmaking process,
there is a risk of having those personalities
color the decision. After the decision is made,
all subordinates must support it to the best of
their ability. g

There is another point to consider when making
decisions. Sometimes the best course of action
cannot be followed due to factors beyond the
leader’s control. For example, the best solution
to the problem of moving a unit to a new
location may be to load it all on helicopters and
move it at one time. If, at the last minute, a
sufficient number of helicopters is not availa-
ble, the next best course of action must be
chosen, which might be to move the unit in two
lifts.

Once the decision is made, it is time to act. In
this sixth step, the decision must be put into
effect and then evaluated to insure that the
desired results are being achieved. This evalua-
tion is often a neglected step in the decision-
making process. Because that which is a good
decision today may not be a good decision
tomorrow, all plans and policies must be contin-
ually re-evaluated. Additionally, one decision
may create other problems within the organiza-
tion. Therefore, a good decisionmaker builds a
feedback mechanism into the plan to evaluate
the effectiveness of his decisions. The various
ways to get feedback are discussed in chapter
11.

The decisionmaking proéess, when viewed by
itself, may appear as a rather mechanical one.
Remember that in-explaining or using the proc-
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ess it is easy to isolate one area of concern from
the overall situation and to examine it without
regard for the other actions which are taking
place. Decisions cannot be made this way. No
one decision is isolated from the rest of the
situation. Each one must be made in light of
everything else that is taking place within the
unit,

DECISIONMAKING ERRORS

An understanding of the decisionmaking proc-
ess is critical. Of almost equal importance is
familiarity with the errors which the leader can
make during the development of a decision so
that they can be avoided.

Perhaps the worst error in decisionmaking is
attempting to solve immediate problems without
regard to the long range effects of their solu-
tions. In this fashion the leader often finds
himself in ‘a situation where, instead of reach-
ing a “right” solution, he makes a never ending
series of small adjustments which provide only
temporary relief. Such remedial decisions do
not promote the accomplishment of future
goals.

Another error is an attempt by a leader to deal
with the symptoms rather than the causes of a
problem. It is too late for the leader to counsel
the AWOL soldier when he returns. He should
have counseled the man before he went AWOL
and perhaps the AWOL could have been pre-
vented. Additionally, leaders often look for the
simple decision, whether it is the best one or
not. Perhaps because simple decisions are
easier to implement and explain, they are
chosen over more complex decisions. Do not
automatically choose the first simple approach
to solving a problem. This is not to say that
simple solutions are not often good, but each
decision, whether simple or complex must be
evaluated for its contribution toward the ac-
complishment of both the mission at hand and
future unit goals.

Many leaders rely too much on their own expe-
rience instead of consulting with peers, subor-
dinates, and others. The success which the
leader enjoyed in a previous similar situation
may have been due entirely to luck. Each leader
must put his own experience in proper perspec-
tive and understand that shared decisionmak-
ing often produces wiser decisions.

In some instances leaders base their decisions
on preconceived notions. In these instances, the
leader either “doctors” the facts to support his
decision or uses only those facts which result in
the preconceived decision. In order to reach the
best possible decision, the leader must use the
decisionmaking process with an open mind and
with impartial consideration of all available
facts.

Finally, a leader may try to “pass the buck.” He
does not want to make any decision himself and
tries to get either his superiors or his subordi-
nates to make the decision for him. He may feel
that he is not prepared to accept the conse-
quences of a bad decision and by getting some-
one else to make it for him, he will not be held
responsibleifthe results are unsatisfactory.

The final point to consider about the decision-
making process is that all decisions should be
made at the lowest possible level within the
chain of command. This practice will improve
the motivation, the ability, and the efficiency of
all leaders.
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SUMMARY

Decisionmaking is a continual process involving interpersonal rela-
tionships from top to bottom in any organization. Before a good
decision can be reached, the leader must first recognize the problem and
gather all information needed to solve the problem. Second, he must
develop, analyze, and select the best solution to the problem. Upon
reaching a decision, he must inform those concerned of the decision and |
be alert for changing situations which may require his decision to be
modified or changed. \

|
i
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CHAPTER 11
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Throug'h communlcatlon w1th others, the leader
employs his command and issues his decisions
for action. Without the ability to convey in-
structions and orders to subordinates clearly,
the leader may as well operate in a vacuum,
completely detached from his unit. A good plan
is worthless unless every man in the unit un-
derstands his part.

Communication is “an exchange of informa-
tion” or “a technique for expressing ideas
clearly.” Leaders are surrounded by barriers to
communication and. comm" 1cation often
breaks down. Muddled comman

major Army problem

FORMAL COMMUNICATlON

Understandmg the Army ] form
ing system is the first s{‘iép to
communication. This system is
command which- carries 0ff1¢1a
Through the chain of commani t_he leﬁader
issues instructions for the performgmnce of unit
tasks, conveys his policies and standards, a

conducts the “business” of the unit. It is a two-

way system in that; first, it carries information
from the leader to all or to any part of the unit;
and second, it carries information from within
the unit to the leader.

A common assumption about the downward
flow of information is that when the leader
wants to pass information to his men, he merely
inserts the information into the chain of
command, and it is then transmitted
throughout the unit reaching all those for whom
it was intended.

It does not work that well. Frequently informa-
tion is distorted, diluted, changed, or stepped
before it reaches all those for whom it was
intended. Usually, as information travels down
the chain of command, it becomes more specific
because refinements and details are added at
each level through which it passes. A simple
statement made by a commander could become
a major project by the time it reaches lower
levels. For example, the division commander
may tell his G3, “I plan to visit the river-
crossing exercise that A Company, 1st Battal-
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ion, 69th Infantry, will conduct on Monday. Tell
the CO I will be there around 1000 hours.” By
the time this information reaches the company
commander, it may be an order to conduct a
river-crossing demonstration at 1000 hours
Monday for the division commander, and it
may require rehearsals for the battalion and
brigade commanders. Processing information
at the various levels slows its flow and adds
distortion. The information goes through per-
sonal filters at each level where additions and
deletions are made based on interpretation.
Some of the more common filters are—

e What the leader believes he “heard” (ei-
ther verbally or in writing).

e What the leader believes his men should
know. ~

e What the leader believes his men want to
know.

e What the leader believes his boss wants
‘ him to pass along.

e What the leader thinks should be “toned
down” or “built up.”

e What the leader’s values and attitudes do
to the information.
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e What stress, if any, the leader is operat-
ing under.

e What importance the leader attaches to
the information.

e What the leader feels at the moment he is
passing the information.

When we consider the filters that information
must pass through at each level, it is under-
standable that distortion, dilution, or total loss
of information occurs. Do not misunderstand
these remarks. After all, it is the leader’s job to
filter messages in order to clarify them or add
to them when required. The leader, however,
should not allow his personal values, attitudes,
beliefs, and feelings to filter communications
inappropriately.

Upward communication or feedback is also vi-
tally important. Leaders need upward commu-
nication to help them make and evaluate
decisionmaking, policies and decisions and to
foresee problems which they can plan to avoid.

A downward communication has the bosses’
seal of approval behind it. A kind of gravity
flow exists. On the other hand, feedback must go

Processing
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upstream all the way; the “people filters” are
more severe and cutting than those applied to
downward communication. So it is more dif-
ficult to develop feedback. Some common filters
that people apply to upward communication
are— .

e The notion that any opinion in opposi-
tion to a superior’s idea is “negative thinking”
and therefore bad.

e The notion that soldiers always gripe,
and you should only worry when they don’t.

e The belief that the information is unim-
portant and that the originator does not have
the big picture in mind.

e The belief that superiors are not inter-
ested in the information. , _

e The belief that you will get into trouble
for passing along this type of information.

e The beliefthat the information will reflect
adversely on you, your ability, or your unit.

e The belief that your superiors only want
to be told the good things and not the bad
things.

Do not think that all filters are bad. Some serve
a useful purpose. You should try to solve
problems, take the required action; and pass on
upward only significant information. Yiou must
determine what is significant-and-whiatis. not.
The acid test is to. ask yourself whether you
would need or like-to have this information if
you were the next leader up in the organization.
If the answer is yes, pass it up the chain of
command.

INFORMAL COMMUNICATION

In addition to the Army’s formal communica-
tion system, there are a number of informal
ones. These informal systems of exchanging
information can exert either a helpful or a
disruptive force within a unit.

One informal communication system is the lat-
eral system. This is the exchange of informa-
tion between leaders or staff members of equal
levels in the organization. For instance, the
platoon leaders inform each other of what they
are doing and pass on to each other information
they get from the company commander and
other sources. For example, while leaders go to
their own unit maintenance officers to get tech-
nical help ifi maintaining their equipment, they
may also go directly to those of adjacent units
or of direct support units to get help.

A second informal communication system is the
social communication system. It is not confined
to work problems or interests. Membership in
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this system is based on social position within
the unit. People group together to drink coffee,
eat lunch, bowl, go out on the town, and have
other social contacts outside working hours.
This grouping depends on such things as skill
or ability, job assignment, ethnic background,
or taste and values,. :

These groups, and there may be any number of
them in a unit, have significant influence on
the unit. By standing together, members of a
group can influence the commander’s actions in
regard to a policy, regulation, or procedure.
When a new policy is released, for example, it is
discussed in the group; which inevitably makes
judgments concerning it. Each member of the
group knows what the other’s feelings are on the
new policy. They usually all react to it in the
same way. The reactions of these groups can
give the leader valuable information on how his
policies are viewed by the unit.- '

Social communication systems usually control
the actions of their members. For example, the
clerks in a finance section know what they
consider to be a fair day’s work. If a new clerk
violates the standards of the group, the group
can bring him intoe line by refusing to associate
with him both on and off duty; he gets excluded
from their trips to the moyie and snack bar and
frovn theéir nights out 6h the town; and, when his
desk is overloaded, no one offers to help. The
group cani quickly force him to meet their stand-
ards or make his life so dissatisfying that he
will seek transfer to a new unit. '

Do not assume that social groups influence
only the lower-ranking people. Every man in
the organization, including high-ranking of-
ficers, is a member of some social group, and is
influenced by it. As might be expected, formal
communications are interpreted by such
groups. These groups can make bad policy
work, but they can also defeat the intent of a
good policy. ' _

The reaction of a social group to a policy is the
direct result of the group’s evaluation of that
policy. The response of each member will
conform to the standard set by the group. If
they view the policy as bad, their collective
actions can influence the actions of other
members of the unit. The initiator of the policy
may haye to re-evaluate it to determine its
worth to the unit. If it is a useful policy, then
the unit members must be influenced to follow
it; if it proves to be a poor one, it should be
eitherrescinded or revised.

Leaders tend to distrust the influence of the

11-3




FM 22-100

social groups and to think that they are not
good for the unit. On the contrary, these groups
can be potent forces for high morale and prod-
uctivity. In fact, there is evidence that member-
ship in these groups is among the most
satisfying aspects of one’s work. If the members
of such a group like each other, like their leader,
and identify with the unit’s goals, their strength
is tremendous. In fact, these informal groups
can give the unit service and work effectiveness
that the leader could not get through other
means.

The leader’s job in dealing with social groups is
to see that they have ample and correct infor-
mation, to understand their viewpoints, to
transmit pertinent reactions upward through
formal channels, and to be available to the
groups as needed. The leader does this by know-
ing who the group’s leaders are and by infor-
mally talking to them. In this way, he can get a
feel for the social groups’ reactions to the unit’s
activities. He can listen for useful ideas and
insure that the social group is correctly in-
formed. In short, the leader becomes the com-
munications center for their messages.

The “grapevine” is the third informal communi-
cation system within the Army. It differs from
other systems in that it uses the others in
combination to pass on information. How much
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the various systems contribute to the dissemi-
nation of a communication depends on the sig-
nificance of the communication concerned. The
more importance a system attaches to the infor-
mation, the more that system will help dissemi-
nate the information. The only communication
system which does not usually become a part of
the ‘“grapevine” is the formal, or chain of
command, system.

Everyone likes the information he hears to
make good sense. If it does not make good sense,
men sometimes invent additional information
or interpret the fragmentary information re-
ceived so that it does make sense, at least to
them. This is the effect that the “grapevine” has
on partial information, and on complete infor-
mation which does not make sense. A leader
may understand a situation while his soldiers
may not. Therefore to avoid distortion of infor-
mation in the “grapevine” system, make sure
that enough information is available which pro-
vides a reasonable explanation for the situation
at hand.

Sometimes a leader can influence the action by
interpreting the information so that his men
understand it correctly. If he himself does not
understand the message, he should ask for clar-
ification before passing the information to his
men. There may be occasions, however, when
this is not possible. In such cases, the leader
must give his men the message and explain that
he is trying to get it clarified.
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Do not view “grapevine” as harmful. By evalu-
ating the information being carried by the grape-
vine, you can learn more about what is going
on within the unit. You may also use the
grapevine to help identify problems within your
unit or to determine how new policies are being
accepted by your men.

If the information being passed in the grape-
vine is wrong or is a rumor that can injure the
unit, the leader should act at once to bring out
the facts concerning the subject of the rumor.
As soon a8 you hear a rumor, determine what
facts (if any) it is based on, gather the men
concerned, and state: “So and so is a rumor, the
facts are .’ If leaders take this action,
the damage done by rumors will be curtailed.
For example, a common rumor in a combat
zone is that the troops will be home for
Christmas. Often this type of rumor is based on
a newspaper or magazine article which says, “X
number of troops will be home for Christmas.”
The men may interpret the article as referring
to their particular unit. In this case, it is up to
the leader to explain that although some troops
will be released to go home early, he does not
know which units will be involved. He should
further state that as soon as factual informa-
tion is available, he will forward it. However,
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once a rumor has been accepted, it is difficult to
get troops to accept the facts. In some instances
they may distort later news to make it coincide
with the initial rumor. There seems to be little
hope that rumors can ever be completely elimi-
nated.

COMMUNICATION BARRIERS

Merely understanding the various communica-
tion systems in your unit will not guarantee
that you will have good communication. There
are barriers to communicating which can re-
duce the effectiveness of your unit.

The first of these barriers is distortion. When
distorted communications finally come to the
leader’s attention, they are often complex and
confusing. Often when a distorted message fi-
nally reaches the leader, it is difficult to sepa-
rate facts from feelings and emotions. In this
case, the leader should realize that he is dealing
with the perceptions and prejudices of his men
and must take action based on this knowledge.
He must prevent his feelings from entering the
picture and rely entirely on his awareness of
the facts. By being objective, examining the
reactions of his troops, and presenting them
with the facts, he can replace the distorted
communications with those which were origi-

‘nally intended. Furthermore, the leader must

point out to his men that in this gituation the
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message was distorted and that in the future
‘care must be taken to prevent recurrence. The
leader must make it clear that if men do not
understand messages, they should question
them. - o

Lack of an open exchange of information
between the followers and the leader is another
barrier to communication. Your men find it
difficult to “level” with you, particularly if your
actions have resulted in failure or faulty opera-
tions. It is difficult for them to tell you that
“you goofed” for fear of your reaction.

Lack of trust will also be a barrier to communi-
cation. What your men believe you have done
with previously reported information will influ-
ence what they will report in the future. If
reporting bad news previously resulted in a
“chewing out” from you, future small failures
may not be reported to you. Similarly, if your
men sense that nothing they report is acted
upon, they will stop communicating with you.

Language or word differences can also create
communication barriers. We often fail to under-
stand clearly some words or terms used in
conversation. There are different connotations
and meanings attached to words in various
sections of the country and by different racial,
occupational, and other groups. For example,
many people use the term “boy” in everyday
speech—such as, “Boy, you sure did a good job
today.” Most people receive this message as it
was intended-—as a compliment. On the other
hand, another man may take the term “boy” as
a demeaning or degrading remark. These differ-
ences can block understanding.

Pergonality clashes and power struggles within
a unit can reduce communication to zero. If two
squad leaders are trying to outdo each other to
get the platoon sergeant’s job, conditions in that
platoon will probably deteriorate so that no
communication will exist. Lateral communica-
tion between the squad leaders will stop, and
each will probably be so interested in making
himself look good at the expense of the other
that the teamwork within the platoon will disap-
pear. This friction may range from noticeable
tension to open conflict. The leader should
strive to identify and analyze a stressful situa-
tion, determine the cause, and eliminate it.
While some conflicts are conscious acts; many
may not be recognized as such by the partici-
pants. ‘

An additional barrier to communication may be
caused by experience levels within a unit. In
one case, an experienced leader may view a new
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man as not knowing anything, or he may as-
sume that the new man knows everything that
he, the leader, knows. In the first instance, the
man’s intelligence is insulted, and in the second
instance he is unable to perform as the leader
expected. In another case, a newly commis-
sioned lieutenant and an experienced platoon
sergeant may not be able to communicate un-
less they are aware of this barrier and try to
overcome it. The platoon leader must seek ad-
vice or ask questions when he does not under-
stand or is uncertain of his aections. The
platoon sergeant must recognize the difference
in experience and support the platoon leader
by, to begin with, clear communications.

A lack of confidence and respect between a
leader and a subordinate can block communica-
tion. For example, if you give a man guidance
on how to perform a task and he has little or no
confidence in you as a leader, he may disregard
your instructions, change them to what he
thinks they should be, or perform at a low
standard.

If leaders at all levels pass information as they
would like to receive it, problems will be re-
duced. This also applies to the content of the
communication. Voice, tone, volume, emphasis,
and body expression are important aspects of
communication which cannot be overlooked. In-
appropriateness in any of these items can focus
attention on something other than the intent of
the communication. For example, a leader who,
while giving instructions, leans forward, raises
the volume of his voice, makes forceful gestures,
and looks directly into his listener’s eyes,
imparts urgency and importance to his mes-
sage. The same message, delivered by the same
leader in a soft voice, body half turned, hands
hanging loosely at his sides, and eyes downcast,
will not convey the same meaning.

Each communication must be given in a
manner which allows no room for misinterpre-
tation by the receiver. For example, a helicopter
pilot was given the mission of capturing an

enemy soldier who was separated from his unit

and running through a field. As the helicopter
landed near the fleeing enemy soldier, the pilot
ordered his door gunner, “Get him!” What were
the door gunner’s actions? Did he “get him” by
firing with his machinegun or did he “get him”
by leaving the helicopter and physically captur-
ing him? The order, “get him” is subject to
interpretation by the door gunner, and the door
gunner’s actions may not be what was intended
by the pilot. ‘




COMMUNICATION BREAKDOWNS

Circumstances which completely disrupt the
flow of communication are communication

breakdowns. Things that compete for a person’s

attention may breakdown communication.

Competition for attention occurs when a person
receiving the communication is trying to do
several things at once. When you are inter-

rupted, one solution is to stop what you are -

doing, clear your mind, then concentrate on the
new subject until you understand the situation
completely. “A satisfactory way” might be to put
off the matter for later consideration, or it may
be to do something immediately. Either way,
you have taken care of the interruption and can

get back to the work you were doing originally.

However, if you are on the other side of the
fence and are the person doing the interrupting,

first step is to recognize that the other person is
busy and, if your business will wait, let it. If
you must interrupt, limit your interruption to
as short a time as possible, making certain that
you have the full attention of the other person.
This may be hard to judge, especially if you are

talking over the telephone. Once you are satis-"
fied that the person is giving you his full atten-. =

tion, explain your problem to him:and wait for

his reaction. A good way to check how well he
has understood you is to ask him what action he

is going to take.

A communication breakdown often results from

a situation that affects the self-esteem of the

parties involved. Situations do occur in which

your men feel that their self-esteem is threat-: '
ened. In such cases, if you are aware that some
of your men do not get along with each other,
consider this when giving one of them a mes- =
sage that must go to or through the other. A

solution is to have them talk out their differ-

ences or to transfer one or both of them so they

do not interfere with communication.

Uncertainty in what is expected may also lead
to a breakdown in communication. When a man
does what he thinks he is supposed to do, but
actually does not do what his leader expected
him to do, there is a lack of ‘communication

between them. For example, if a platoon leader
tells his platoon sergeant to have the men doa -

“good” job cleaning up the barracks and if they
both understand what the other’s standard of
“good” is, there will be no problem. If they do
not understand each other’s standards, how-
ever, there will obviously be a breakdown in
their communication. The platoon sergeant
may have the men scrub the barracks from top
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to bottom, although all the platoon leader
wanted them to do was sweep the floor. Such
communication failures could be avoided if the
leader would require feedback from his subordi-
nates. Many subordinates, when given a new
task, hesitate to ask questions because they do
not want to ask what may seem to be a silly
question. They may think the boss does not
want them to ask a lot of questions or that the
boss wants them to be resourceful enough to
decide things for themselves. To overcome these
hesitations, the leader must create an atmos-
phere in which his men can feel free to ask

_questions. He must be careful to avoid an at-

mosphere of “Ask when you should, but don’t
ask when you shouldn’t.” One way to insure
that subordinates understand directives given

" them is to ask “what” they understand rather
; = than “if” they understand. Such questions as
you must handle the situation differently. Your

“What are you going to do?’ or “How are you
going to handle this problem?” put the subordi-
nate on the spot and make him give a concrete
answer. On the other hand, a question such as
“Do you understand?”’ tends to make the subor-

- dinatesay yes, whether he understands or not.

.. Misunderstandings often occur when a person
~uses a word to describe an action or event
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rather than describing the action or event. For
example, saying there was a fight between Pri-
vates Smith and Jones is quite different from
saying Private Smith and Private Jones do not
like each other and had an argument last night
over what they were going to watch on the
dayroom television set: -

Oftentimes, within a unit or group of men,
words will assume special meanings, i.e., they
become jargon. Such words may not be un-
derstood by new men or men outside the unit.
For example, “Give me a Tango Charlie” in-
stead of “Give me a timecheck” will confuse
those who have not been associated with the
unit. .

Jargon should not be used when dealing with
men who may not understand exactly what is
stated or requested.

We »know"'ho‘w personal filters affect communi-

cation. Such filters obviously' affect communi-

cation most when there'are many people in the

communication chain. It is difficult to' commu-

nicate urgency to people who are not directly
involved with the outcome of the event. If a
message is passed along by several people, the
original sense of urgency is often lost, the em-
phasis may be changed, or details may be
dropped out or added.

The leader must decide which is the best way to
solve communication breakdowns in his organi-
zation. He should be on guard for communica-
tion breakdowns if the following warning signs
are present: the message has heavy competition
because one of the people involved is busy doing
something else; the people involved have per-
sonality conflicts, are competing for status, or
are attempting to discredit each other; the mes-
sage concerns a policy change which might lead
to confusion; or the message has to travel down
a long communication chain made up of many
people. Any of these situations can break down
communication. If the leader is aware of these
situations; he ean take the steps to guard
against or remedy'acommunication failure,

SUMMARY

Few people will argue with the statement that “Leadership is the key to
the success of the Army.” Communicating is the very essence of leader-
ship because no leader is effective unless he can communicate.

Allleaders are aware of the formal communication system; however, the
effective communicator will also consider the informal communication
systems which exist within his unit: work-relationships system, social-
relationships system, and the “grapevine.” Each of these systems hagits
own membership. They can have great influence on the unit and, if used
and controlled properly, can be a great asset to a leader.

Through an awareness of the barriers to communicate, the leader can
decide which communication system to use, how to reduce the effects of
the barriers, and where to look should breakdowns oceur. Good commu-
nication does not just happen—it must be developed and maintained by

each and every leader.

An important facet of the leader’s responsibility for developing and
maintaining effective communication is that of counseling. In the next
chapter, this responsibility for communicating with subordinates on a
personal basis and its significance as a means of influencing their

behavior will be discussed.



CHAPTER 12

Counseling is one of the key elements of leader-
ship. Counseling aims at changing things for
the better in the relationship, behavior, and
functioning of persons. It is a process for as-
sisting a person to find answers to his
problems. It is helping a person to help himself.

Counseling is the art of communicating advice,
instruction, or judgment, with the intent of
influencing a person’s attitude or behavior. It
may be conducted either formally or informally.
It may range from a “pat on the back” for doing
a good job to having a man stand at attention
for a “chewing out.” It may be conducted in the
motor pool, under a tree, or in an office under
more formal conditions. No matter how or
where counseling is performed, it is an essen-
tial and good part of leadership.

THE EFFECTIVE COUNSELOR

In order to be an effective counselor, each
leader must first be available to his men. This is
demonstrated not merely by having an “open
door” policy, but by being available whenever a
soldier recuires assistance.

Leaders should admit to themselves that they
have particular likes, dislikes, biases, and prej-
udices and that they must be careful not to let
these interfere with the relationship between
themselves and their men. Recognizing the pos-
sibility of intrusion into the life of the coun-
selee, the leader should maintain a reputation
for being able to keep a confidence. Addition-
ally, instead of trying to solve every problem
himself, he should encourage the counselee to
solve his own problems. The approach, “I had a
problem just like yours,” should be avoided. The
counselee is interested in solving his own
problems, not the leaders.

A leader as a counselor, does three things:

1. He provides encourdgement and support
for change in the counselee.

2. He provides information in the form of
knowledge and sources of knowledge that will
help the counselee improve.

3. He plays a reinforcing role or an evalua-
tive role in that he reinforces the counselee’s
expressions of feelings or presents ideas that
will tend to help him improve performance or

12-1



FM 22-100

solve his own problems. Ideas that do not help
the counselee should not be reinforced. To pre-
vent reinforcement of the ideas that are not
related to the problem at hand, guide the discus-
sion away from them.

The leader should be observant, able to commu-
nicate, and flexible in his use of a variety of
counseling techniques. He must see the man he
is counseling as well as listen to him, because
observation of the man’s actions during the
course of the counseling session will tell him
whether the man understands what he is being

told, whether he accepts what he is being told.

This information will help the leader to know
what needs elaboration, what requires follow-
up, and what points need to be emphasized.

Communication is a two-way flow of informa-
tion. The leader should be able to communicate
clearly, concisely, and without “beating around
the bush.” He must express himself in terms
that can be understood. Heé must also be a good
listener. If the leader is conscious only of what
he feels and what he is going to say next, the

counselee is not getting the attention and as- -

sistance he requires.

GOOD PERFORMANCE COUNSELING

One important aspect of counseling is that it
should not, in fact it must not, be used solely to
point out and attempt to improve poor perform-
ance. As was mentioned in the chapters on
needs and motivation, it is most important to
satisfy men’s need for self-esteem if they are to
perform well. Through counseling for good per-
formance the leader can at least partially sat-
isfy this need and motivate his men to continue
to perform well.

In counseling for good performance, try to be
specific, in order to emphasize and reinforce

behavior that is particularly noteworthy. In"

this way the soldier will be rewarded for good
behavior and will, because of the personal satis-
faction gained, want to repeat that behavior.

TYPES OF COUNSELING

Leaders must use a type of counseling appro-
priate to the situation in order to best satisfy
the needs of their soldiers. Each type of counsel-
ing is aimed at solving a particular type
problem by using a specific approach. Four
types of counseling are:

Performance counseling
Personal counseling
Professional counseling
Career counseling
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The first of these, performance counseling, is to
assist in improving the job performance of a
man or a unit. It can also be used to maintain a
level of performance that already exists.
Through performance counseling a soldier can
be told of his poor performance and how it can
be improved; and of his good performance so
that he may continue.

Personal counseling is used to help a man reach
a solution to a personal problem which pertains
to himself. These problems may involve rank
and promotion, job assignment, discrimination,
financial problems, family problems or any
problem involving his well being.

In many cases, the information or expertise
required to help a man solve a problem is not
available at unit level. For this reason, the
Army has people and agencies which offer
professional counseling. Professional counsel-
ing is conducted by men who are qualified in
specialized fields such as medicine, law, reli-
gion, or finance.

When a soldier has a problem beyond the exper-
tise of the leader, he should be willing to refer
the soldier to the proper expert or agency. After
arranging a meeting for a soldier for profes-
sional counseling the leader’s work is not fin-



ished. He must question the person to see if he
has reached a solution for his problem. He may
work with the professional counselor, giving
assistance where appropriate.

Career counseling is that which informs men
concerning a career in the Army. Leaders
should counsel as necessary and appropriate to
supplement the work of their unit career coun-
selors. Career counseling is not intended to
replace or be combined with any other form of
counseling.

APPROACHES TO COUNSELING

Successful counseling calls for the sensitive
and flexible use of a variety of interviewing
techniques by the leader. It is not enough to use
proper English or read a number of points for
improvement from a list. The counselor’s objec-
tive is to influence the course of the interview so
as to motivate the counselee to participate in a
way most likely to bring about understanding
by both parties.

DIRECTIVE APPROACH

There are three approaches which may be used.
The first of these is directive counseling. The
best way for the leader to decide whether or not
to be directive is to determine where the infor-
mation necessary to solve the person’s problems
is to be found. If that information is in
manuals, SOPs, special materials or if the facts
are in the leader’s mind, the directive approach
is used. In the directive counseling approach,
the leader may give advice and make certain
decisions such as the type of information that
would be meaningful to the counselee. In direc-
tive counseling, the leader can take the required
action up to the actual decision. The decision is
always more satisfactory when the counselee
reaches it himself. Leaders may seek out the
person who needs counseling in the directive
approach. However, they should avoid giving
advice and direction in a way that hinders the
subordinate in his self-expression and the de-
velopment of his own self-reliance. Directive
counseling should be used for things such as
unsatisfactory performance and letters of in-
debtedness. This approach is used most often in
performance counseling.

NONDIRECTIVE APPROACH

If the information is not in manuals, SOPs, or
in the leader’s mind, it probably concerns a
personal matter. In this instance, the nondirec-
tive approach should be used. You should per-
suade the counselee to solve his own problem
with your help and guidance. This can be done
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by helping him examine the problem logically
and to develop a feasible solution. The non-
directive counselor takes the approach that the
person with a problem must take full responsi-
bility for solving the problem, and the counselor
aids him in its solution only by helping him to
remove self-constructed obstacles. With the non-
directive approach, the man with the problem
initiates the counseling relationship. The coun-
selor listens to his problem, helps him to gain
insight, and provides information as he
requests it. Throq.ghout the relationship, the
counselor gives the counselee the feeling that he
has found a fellow human being who is inter-
ested in trying to understand him and is con-
cerned with helping him to find a solution to
adjust to a troublesome situation.

The nondirective counselor must be a good lis-
tener. Nondirective counseling should be used
in situations when a man is dissatisfied with
his job, request career guidance, or is having
financial difficulties. ‘

ELECTIC APPROACH

The last approach, the electic approach, com-
bines the directive and nondirective ap-
proaches to assist a person to make the proper
adjustments or to solve his own problems as
efficiently as possible. The counselor may be
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more directive initially, until the counselee
“opens up.” He then could resort to being non-
directive and hear the counselee out by being a
good listener, commenting and responding

where necessary. Just as in the other ap-.

proaches, the counselor encourages the coun-
selee to make the final decision and take
necessary action, :

Not all soldiers will ask for help. Therefore, the
leader must know his men well enough to recog-
nize their need for assistance. Some indications
of silent cries for help that leaders should learn
to recognize and answer are— ’

1. A good performer begins to perform below
par consistently. .

2. A normally attentive man suddenly
displays a lack of attentiveness or concentra-
tion. : : R SR

3. A moderate drinker begins to drink ex-
cessively. =~ e R e

4. A man is involved in deliberate acts of
misconduct or refuses to follow instruections.

5. A man lingers after a meeting to talk,
posing such questions as, “What if a person has
a problem?” ‘ ‘

Counseling is conducted for many reasons such
as: factfinding; informing; and altering opin-
ions, feelings, and behavior. The counseling
interview is really nothing more than a commu-
nicating process in which a leader interviews a
person to find out something from him, to tell
him something, or to effect some change in
him. It is quite possible—even usual—for an
interview to have more than one purpose, but
ordinarily, one purpose will predominate.

PREPARATION FOR COUNSELING

Up to this time we have been talking about the
leader and what he should be and do during the
counseling interview. However, prior to con-
ducting the counseling interview, he will have to
make the proper preparation. When preparing
for the counseling interview, the leader should
consider advance notification, allotment of
time, plan of action for conduct of the interview,
physical setting, and the general atmosphere.
Whenever possible, the counselee should be noti-
fied in advance of the time of the interview.
This permits him to think about his perform-
ance, or his problem, and to be prepared to
discuss it. Sufficient time should be allotted for
the interview so that neither the counselor nor
the counselee will feel rushed. While a large
amount of work to be accomplished may place
restrictions on the amount of time available, try
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to allow sufficient time. No interview can be a
success if the participants feel rushed.

A general plan of action for the conduct of the

interview should be developed. However, since

flexibility is imperative in counseling, a highly

detailed plan is not advised. For a general

interviewing plan, the leader must have his

objective clearly in mind. He should review all -
background information so that he can develop

a general plan for conducting the interview.

This will primarily involve deciding upon the

sequence of that which he wishes to discuss and-
the point which he wishes to make about each

item. ‘ ,

The place where the interview is to be conducted
is also very important. An uncomfortable or
disturbing location causes distractions and re-

_duces motivation of the counselee to actively

participate in the interview. Privacy is also
essential, both to prevent distractions and to
maintain a confidential atmosphere.

The leader should endeavor to create an in-
formal atmosphere. This means that the ‘coun-
selee should be allowed to sit, smoke, and freely
discuss the items with the leader. High levels of
formality are not conducive to good motivation
and openness during the interview.

CONDUCTING THE INTERVIEW

Having properly prepared for the interview, the
next step is to interview the man in question.
The opening few minutes are probably the most
critical phase of the interview because in this
time the stage is set and the atmosphere created
for the entire interview. Accordingly, an objec-
tive of the leader during the opening phase
should be to establish a relationship with the
counselee in which both feel at ease. From the
outset, strive to relieve any tension. This can be
done by showing acceptance of the counselee,
letting him feel his views are important, and
that he is not forced to discuss them. The objec-
tives of the interview can be explained at this
time and the counselee should be drawn into the
discussion quickly.

In the discussion, the leader should guide the
interview. This should be done inconspicuously.
For example, without being too forceful, he can
invite the counselee back from detours, escapes,
fruitless conversation, etc., by the use of brief
questions.

In almost every instance, the counselee should
be given a way to “save face.” This means that
the leader should not push the counselee into a
position from which he cannot retreat without



embarrassment. This point is important be-
cause an assault upon the personal integrity of
the counselee drastically reduces his motiva-
tion. Under no circumstances should the coun-
selor allow himself to be trapped into an
argument with the person being counseled.

Sometimes the discussion may slow down; how-
ever, momentum can be revived by keeping the
purposes of counseling in mind and by asking
questions. The questions asked should be
adapted to the purpose of the counseling ses-
sion; s0 no one set of questions will do for every
interview. Certain types of questions can be
used to advantage in almost all interviews or
counseling sessions. The “W” questions, WHO,
WHAT, WHERE, WHEN, WHY are extremely
valuable because they fit so many situations.
They are especially useful in getting detailed
answers and in saving time. Although the “yes-
no” question may be used to commit the coun-
selee or to get a better understanding, they
should be used sparingly. The “yes-no” question
must be followed by another question to get
more detailed and useful information. '

Intrying to motivate the counselee, thele aderis
striving to influence his behavior. Influence
attempts may take many forms and, in the

course of an interview, several or all of the -

forms may be used depending upon the course

. SUMMARY
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taken by the interview and by the behavior of
the counselee during the interview. Some of the
forms of influence which ‘may be used are:
mapping alternatives, recommending, -advising,
persuading, urging, commanding, and threaten-
ing. C : o

When it is apparent that the purpose of ‘the
interview has been accomplished, steps should
be taken to close the conversation and dismiss

the counselee in graceful manner and in a-

friendly atmosphere. The interview should be
closed when all points have been covered, when
the counselee has had ample time to under-
stand, and when the conversation is at a natu-
ral stopping point. If any action is to be taken
by the counselor such as to submit a report,
make a record of the session, etc., the counselee
should be so informed. If time is critical and the
counselee appears to want to continue a general
discussion of his situation, it may be suggested
that the interview can be continued later at a
mutually convenient time. Even though the
counseling interview is over, that does not mean
that the job is over. Certain follow-up actions

‘must be taken.

The leader must continue to evaluate perform-
ance and he must. check to insure the personal
problems no longer exist. If problems still exist,
further counseling is necessary. . - -

All leaders must be gbo\d'counselors. Their 6bjectives are to reihfofce
good behavior or to help men who have problems to help themselves.
Accomplishment of this task requires an understanding and the appli-

cation of the proper techniques an

counseling.

d approaches to the various types of
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Challenge and opportunity characterize the role
of the Army leader. He is challenged by the
scope and diversity of his assignments and
finds continuing opportunity to assume respon-
sibility and develop resourcefulness. Further-
more, the leader finds an urgent need to use all
of his personal resources in perhaps the most
demanding of all tasks—the leadership of men.

Previous chapters have discussed the funda-
mentals of leadership and the personal stand-
ards required of the leader. Aspects of
individual and group behavior were discussed
to make the leader aware of the interaction
between himself and his men and between the
members of his unit. Also, some of the processes

of leadership were discussed which require
direct leader action. The intent of this chapter
is to bring the leader into focus and relate his
role to all that was previously presented.

COMMAND EFFECTIVENESS

Influence sets leadership apart from other
command functions such as management which
deals with the use of all available resources.
Although the effect upon personnel must be
considered regardless of the command function,
leadership is the only one that is directly and
fundamentally concerned with influencing men
and organizations.

The effectiveness of the leadership process can
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be judged only in terms of the results obtained.
Accordingly, each leadership act, each leader-
ship decision, and each consideration of a lead-
ership problem should have as its primary
consideration its effect on performance. The
ultimate measurement of effective leadership is
the quality of performance demonstrated by the
men, singly and as a unit. Performance as a
measurement requires every action and deci-
sion to be compared to the standard of “good
performance.” Because a leader is only as good
as the results he gets, he is a failure if he cannot
influence histroops to perform their duties.

LEADING A UNIT

Full use of men requires the organization of
duties and functions so as to get the most
productive performance from their human cap-
abilities. It requires recognition of men as a
resource having individual abilities, limita-
tions, and characteristics ‘which require the
same attention and maintenance as any other
resource. It also requires .recognition of the
human resource as people who have personali-
ties, emotions, legal status, and control over
how much and how well they perform. There-
fore, men require motivation, satisfaction, re-
wards, inspiration, and consideration. Failure
to recognize these requirements can cause seri-
ous problems and an ineffective unit.

LEADING SUBORDINATES

The necessity for recognizing the individuality
of subordinates takes nothing away from the
leader. He must still provide guidance, make
decisions, see that plans are made, see that
subordinate performance is satisfactory, and so
on. However, he is responsible for seeing that
work gets done, rather than doing it himself.
He, therefore, often faces the problem of rela-

tions between himself and his subordinates. He . -

must create a relationship that will not damage,
but will contribute to the main effort of mission
accomplishment. This requires recognition of
individuality in each of his men and using this
knowledge in exercising leadership.

Accomplishment of missions through the ac-
tions of others requires a leader to know how to
communicate with his men, how to get his men

" to communicate with him, how to transform

information into decisions, and how to convert
his decisions into action.

The leader must create good working condi-
tions, not with the sole idea of making his men
“feel happy,” but so that he can best accomplish
the mission. Undoubtedly, creating a good
working climate takes time, energy, and pati-
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ence. In fact, if the leader does not develop good
working conditions and involve his men in ac-
complishing the unit mission, the costs in terms
of wrong decisions, wasted talent, personal
frustrations, and inefficiency will be great. The
leader will be most effective if he creates condi-
tions whereby his men are motivated and their
capabilities exploited. ‘

LEADERSHIP STYLES

Styles of leadership vary depending on the
leader’s personality, his men, and the situation.
Style has long been a topic of discussion and
consideration among men and their leaders
alike. Although it is an interesting topic for
discussion, in the final analysis, the proper
style for any leader is that which helps him lead
best.

Leaders are not restricted to any one stereo-
typed style of leadership. In fact, one man may,
depending on the situation, use an authoritar-
ian style in one instance and a democratic style
in another.

A completely authoritarian leader reserves
control for himself. A democratic leader in-



isimporiani /4

volves his men in making a decision, but re-
serves the decision for himself.

The leader can choose the style of leadership
which will best assist him in mission accom-
plishment. Before the selection is made, how-
ever, he must realize that he is responsible for
everything his unit does or fails to do. He
should, therefore, be prepared to adjust his style
depending on the results he gets. His style is
influenced by the many facets of his personal-
ity, value system, confidence in subordinates,
knowledge, and leadership inclinations.

His value system will influence his style selec-
tion because if he feels that a leader should
make all decisions, then he will. If he feels that
subordinates should share in making decisions,
he will tend to select a style that supports this
value. The degree of confidence in his men will
also influence his style. If he has no confidence
in his men then the leader will probably not
involve them in decisions. Closely associated
with this idea is whether or not the leader feels
he is better qualified, because of his knowledge,
to make the decision. Often he will have more
faith, justifiably or not, in his own abilities.
The leader who is unsure of his ability is more
inclined to be authoritarian than participative.
Authoritarian leaders often feel that if they
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release any control in decisionmaking, they
may not be able to predict the outcome, and
therefore their security may be threatened.

These are but some of the personal variables
that affect the choice of leadership style. If a
leader realizes that these forces, either con-
sciously or unconsciously, influence his style,
he will be better able to understand his actions
and, hopefully, act so as to be a betterleader.

The group or unit also influences the leader’s
style selection. He must realize that his men,
like himself, have many personal variables that
affect their behavior. Additionally, the size of
the group, the group goals, the group expertise,
and the expectations the group has of the leader
are a few of the group-related factors that the
leader should understand before selecting his
style. The better a leader understands these
factors, the better will be his style.

How much these factors affect the leader’s style
selection will depend primarily on the amount
of confidence and respect the leader and subor-
dinates have for each other. If this mutual
confidence and respect is high, then it matters
little what style he selects in a given situation.
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People usually do not react to variations in a
leader’s style or behavior if they respect and
trust him. Wide variations in behavior and
style should, however, be kept to a minimum. If
wide variations continue for a period of time,
confidence and respect may diminish and umt
efficiency will decrease.

In addition to the forces which exist in a leader
and in his men, certain characteristics of each
situation also affect a leader’s behavior. Some
of the more critical ones are the Army as a
whole, the unit, the nature of the situation, and
the time available. Let us examine each of these.

Like individuals, organizations have values
and traditions which influence the behavior of
the people who are assigned to them. The leader
who is newly assigned to a unit quickly finds
that certain kinds of behavior are accepted
while others are not. For example, a leader who
has used a totally authoritarian style of leader-
ship is assigned to an effective company where
the prevalent style is democratic leadership. He
may re-evaluate his style because of his obser-
vations and the perception that, because the
company is effective, democratic leadership
works.

Before choosing a style of leadership, the leader
must consider how well his men work together
and the degree of confidence that they have in
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their ability to solve problems. Finally, such
things as cohesiveness, mutual acceptance, and
commonality of purpose will also influence the
group’s functioning.

The nature of the problem may also influence
the style the leader will use. He must determine
whether or not his subordinates have the re-
quired knowledge before allowing them to make
a decision. The key question to ask in any case
is, “Have I heard the ideas of everyone who can
make a significant contribution to the solutlon
of this problem?”

The pressure of time is perhaps the most clearly
felt pressure on the leader. The more he feels the
need for an immediate decision, the more dif-
ficult it is to involve other people. In units
which are in a constant state of “crisis” and
“crash projects,” one is likely to find leaders
using a high degree of authoritarian leadership
with little involvement of subordinates. When
time pressure’ is reduced, however, it becomes
more feasible to- bring subordmates in on the
declsionma,king process. ‘

These, then, are the prlnclpal forces that influ-
ence the leader and determine his behavior in
relation to his subordinates. Only after evaluat-
ing all of these forces can the leader choose a
style of leadership. In those cases where time is
not critical and men are knowledgeable and
confident of their abilities, the democratic lead-
ership style might be best. In other instances
where time is critical and the leader has the
knowledge to make the decigion, the authoritar-
ian style may be the only choice. Because there
is no one style which is best in all instances, the
leader’s style should ideally be that which at-
tains his immedlate goal w1thin the limits fac-
ing him, ‘

As he looks ahead, however, he can take a
somewhat different outlook. He is not controlled.
by all of the forces mentioned because he can
look at them as variables over which he has
some control. He can, for example, gain new
skills for himself, train his subordmates, ‘and
prov1de them with experlence in making deci-
sions.

In trying to control these variables, however,
the leader must decide what he wants to ac-
complish. When free of the pressure of immedi-
ate missions, most leaders desire to—

e improve subordinate motivation.

e increase subordinate wi'llingness to
accept change,

e improve quality of subordlnate perform-
ance,




¢ develop teamwork and morale.

The accomplisiment of these long-range objec-
tives is the leader’s goal.

SKILLS OF LEADERSHIP

Sound leadership is not based on guesswork or
native ability; its fundamentals can be ana-
lyzed and cultivated by most men. In fact, this
manual is based on the belief that intuitive
leadership alone is not sufficient. The leader
can improve his performance. through study,
analysis of his own leadership behavior, and
practice.

Taken alone, however, no amount of knowledge
will improve insight and judgment or increase
the ability to act wisely under conditions of
responsibility. A person may know everything
in this manual and still be a poor leader. There
are no single clear cut answers to most leader-
ship problems. Each situation should be treated
as a new one, requiring imagination, under-
standing, and skillful action. A leader must be
concerned with evaluating events and finding
appropriate courses of action. If, a leader
exploits the ideas presented in this manual,
evaluation of the situation will show him which
direction his actions must take. =

INDICATORS OF LEADERSHIP.

There are four characte,mstmgofaunltWhlch

indicate success or failure in the exercise of

military leadership—morale, discipline, esprit
de corps, and proficiency. These indicators can
be used as a gauge for measuring a unit’s
effectiveness. ' '

Certain factors may have an effect on more
than one of the indicators. For example, a low
delinquency rate might indicate not only good
discipline, but high morale and esprit de corps.
Although discipline, esprit de corps, and profi-

ciency are dependent on the degree of morale
present, all four are of equal importance. The
other three depend on morale because it is the
sum total of all the attitudes of the soldier.
Morale is the fertile soil in.which the 'seeds of
discipline, esprit de corps, and - proficiency are
sown. Thus, while the leader should strive for
increasing morale, his efforts must always be
directed toward building all of the indicators of
leadership. The absence of reduction of one
indicator could adversely affect to destroy the
others.

MORALE S
Morale is the person’s state of mind. It depends
on his attitude toward everything that affects

him—his fellow soldiers, his leaders, Army life
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in general, and other things important to him.

Morale is closely related to the satisfying of

man’s needs. If the training, administering,

and fighting of a unit is conducted so that the

man’s needs are satisfied, a favorable attitude
will be developed. High morale is a state of mind

which gives the soldier a feeling of confidence

and well-being that enables him to face hard-

ship with courage, endurance, and determina-

tion. ‘

The state of morale is constantly changing. The
morale of a unit is a measurement of the
leader’s ability.

The leader can measure morale by close obser-

vation of his men in their daily activities, by
inspections and by talking to his men. Specific

items to note are:

Appearance.
Personal conduct.
Standards of military courtesy.
Personal hygiene.
Use of recreational facilities.
Excessive quarreling.
... Harmful or irresponsible rumors.
4, Condition of messiand quarters. .
= Gare of equipment, ..ovu
«: Résponse to ‘orders and directives.
“Jobi')ro"ﬁciency e R
" "Motivation during training.

Evaluation of administrative reports can -
also aid in measuring morale. Particularly val-
uable are reports which concern:

Arrests, military or civil. ;

Damage to, or loss of equipment through
carelessness. ‘

Family problems.

Indebtedness.

Malingerers.

Men absent withoutleave and deserters.

Requests for transfer. ‘

Self-inflicted wounds.

Sick eall rate.

Stragglers.

Reenlistment rates.
ESPRIT DE CORPS
Esprit de corps is the loyalty to, pride in, and
enthusiasm for the unit shown by its members.
Whereas morale refers to the attitude of the
soldier, esprit de corps is the unit spirit. It is
the common spirit reflected by all members of a
unit and provides group solidarity. It implies
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devotion and loyalty to the unit and all for
which it stands, and a deep regard for the unit’s
history, traditions, and honor. Esprit de corps
is the unit’s personality and expresses the
unit’s will to fight and win in spite of seemingly
insurmountable odds. Esprit de corps depends
on the satisfaction the members get from be-
longing to a unit, their attitudes towards other
members of the unit, and confidence in their
leaders. Evaluation of esprit de corps concerns:

Expressions from the men showing enthusi-
asm for and pride in their unit.

A good reputation among other units.

A strong competitive spirit.

Willing participation by the members in
unit activities.

Pride in the traditions and history of the
unit.

Readiness on the part of the men to help one
another,

The belief that their unit 1s better than any
other unit in the Army.

High reenlistment rate 1n‘ the‘unlt’.‘ '

DISCIPLINE '

Discipline is the 1nd1v1dua1 or group attitude
that insures prompt obedience to orders and
initiation of appropriate action in the absence
of orders. When achieved in a unit, it is an
attitude that keeps soldiers doing what they are
supposed to do and as they are supposed to do it
through strong inner conviction. Good discip-
line is constant and functions whether or not
outside pressure or supervision is present. It is
the result of good training and intelligent lead-
ership that helps soldiers withstand the shock of
battle and face difficult situations without fal-
tering. Since success in combat frequently
depends upon unit’s or men’s immediate posi-
tive response, discipline demanded in the Army
is far more exacting than discipline in other
walks of life. Before a man can act resource-
fully in the absence of orders, he must have an
understanding of what is to be done and the role
he must play. This requires training. Before he
can respond to orders, he needs the same under-
standing and ability plus confidence in his
seniors. This requires leadership.

Evaluation of discipline requires the evaluation
of these factors:
Attention to detail.

Harmonious relations between umts and
soldiers. .

Devotion to duty.
Proper senior-subordinate relatlonshlps
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Proper conduct on and off duty.

Standards of cleanliness, dress, and mili-
tary courtesy.

Promptness in respondmg to commands
and directives.

Adherence to the chain of command.

Ability and willingness to perform effec-
tively with little or no supervision.

PROFICIENCY

Proficiency is the technical, tactical, and physi-
cal ability of the soldier and the unit to perform
the job. or mission. Unit proficiency is the sum
of the skills of all the men in the unit welded
togehter by theleader into a smooth-functioning
team. A unit will attain proficiency when its
leader demands high standards of individual
and group performance. Proficiency results
largely from training. Therefore, much of the
leader’s time must be spent supervising train-
ing. : ‘

Somie of the 'factors to be consxdered in evaluat-
ing proficienicy dare:

Personal appearance and physical condi-
tion of the men.

Appearance and condition of weapons,
equipment and unit area.

Reaction time of the unit under various
situations and conditions. »

Professional attitude demonstrated by the
unit and its members.

Troop leading ability of junior leaders.

Promptness and accuracy in disseminating
orders, instructions, and information.

Degree of sklll demonstrated ‘when accom-
phshmg tasks ‘

DEVELOPMENT OFTHE INDICATORS OF LEADERSHIP

The development of the 1nd1cators of leadership
is a continuous process. If the leader under-
stands the factors and forces that produce de-
sired results, he will be better able to direct his
efforts along productive lines.

There are certain actions which will aid in the
development of specific indicators. An action
designed to improve one of the indicators of
leadership may also affect the others. Following
are the indicators and some speclflc steps that
will develop each:
Morale—
Teach belief in the cause and mission.
Instill in your men confidence in them-
selves, their leaders, their training, and their
equipment.



Assist in job satisfaction by carefully con-
. sidering job assignments.

Keep your men aware of your concern for
and the Army’s interest in their physical,
moral, and spiritual welfare, as well as that of
their dependents

Establish an effective awards program.

Make the men feel they are essential to the
unit. ‘

Recognize the soldier’s desire to retain his
individuality and treat him as anindividual.

Encourage the strengthening of their ties to
home, family, and religious association.

Esprit de Corps—

Start newly assigned men off right by a
reception program including an explanation of
the unit’s history, traditions, and presentrole.

Develop the feeling that the unit mustexcel.

Recognize and publicize achievements of
the unit and its members.

Make use of ceremonies, symbols, slogans,
and military musiec.

Use competition to develop teamwork.

Make proper use of decorations and awards.
Discipline— :

Demonstrate dlsclplme by yomr own
conduct and example.
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Institute a fair and impartial system for
punishment and an equitable distribution of
privileges and rewards.

 Strive for mutual confidence and respect
through training.

Encourage and foster the development of
self-discipline among your men.

Be alert to conditions conducive to breaches
of discipline and eliminate them where possible.
Proficiency—

Thoroughly train yourmen in theirduties.

Emphasize teamwork through the chain of
command. ‘

Establish a sound physical conditioning
program.

Provide for cross-training.

Participate in realistic training exercises.

Provide men with frequent opportunities to
perform duties of the next higher echelon.

Insure by inspections and training tests
that your command is being developed in ac-
cordance with training programs and doctrine
prescribed by higher authority.

‘Set high standards of performance and ins-
igt that they be met.

SUMMARY

An effective leader is one who follows the principles of leadershlp w1th
an awareness of the forces which are influencing both his behavior and -
that of his men. He understands himself, his men, his job, and the
situation. Understanding, however, is not enough The effective leader
is also able to evaluate his unit using the indicators of leadership and
act appropriately in light of his awareness. He is one who can assess the
forces that influence his actions and then behave in the manner which

produces the best results.
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DRUG ABUSE/

BACKGROUND

It is often said that we are a “drug-oriented
society.” Drugs of all kinds are readily availa-
ble by prescription or over-the-counter purchase
' to anyone who wants them. And, at one time or
another, everyone is a drug user, whether the
drug be caffeine, alcohol, nicotine, aspirin, or
one of the illegal drugs such as LSD or heroin.
The use of the drugs listed above, as well as
many other stimulants, depressants, and eu-
phorics (such as marijuana) is not new. How-
ever, the use of illicit drugs and the excessive
use of alcohol has become more prevalent in our
society during the last several years and is a
problem which eoncerns leaders. Leaders must
recognize the drug abuse problem, and under-
stand that drug usage itself ig generally not the
underlying problem. It is a symptom of the
emotional or physical problems of the user or a
reflection of the users environment. However, it
is a fact that drug abuse is a problem among
our soldiers and today’'s leaders are faced with
the challenge of dealing with drug related
problems.

In the past, it was customary for social scien-
tists to “type” drug abusers into groups which
seemed to best fit their ethnic or economic
backgrounds. Heroin and marijuana were used
by the underprivileged and by criminals. Alco-

hol was abused by the residents of “Skidrow”
and eccentrics, while the stimulants and de-
pressants were generally abused by the middle-
clags adult under the guise of medical need.
While this stereotyping still exists, it is more
incorrect now than before. The heroin abusger
may be an executive’s son. He may wear levis or
Army greens, long or short hair. The aleohol or
stimulant abuser might be a student, an athletic
hero, or a leader in the Army.

WHY DRUGS?

Some people who rely on drugs to get them
through the day believe that their dependence
on them is caused by their environment. To
them, drugs are the solution to their problems.
The decision to become drug abusers was not
well thought out, but was based on their atti-
tudes and emotions of the moment, Contrary to
what some people believe, this decision is
rarely, if ever, made with criminal intent.
Therefore, we must keep in mind that it is a
very personal situation, and we should not
attempt to categorize all drug abusers into any
specific groups or types of people. Each case
must be considered individually.

The impulse to try something to replace bore-
dom, subdue pain, or reduce frustration is high
among all men. Like the prehistoric men who
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got their “highs” from fermented berries, or the
people who sucked opium lozenges nearly 6,000
years ago, today’s man seeks new ways to make
himself feel better,

People who abuse drugs may be classified in
three groups: experimenter, user, and drug de-
pendent. The experimenter may be simply try-
ing to find out what effects drugs will have on
him. This person may try one or more drugs a
few times and never use them again. Or, he may
continue and become a member of the next
group—the user. '

The user is one who takes drugs more often
than the experimenter. His abuse of one or more
drugs will be of a more lasting nature and
probably for deeper and more continuing rea-
sons. The chances of this person becoming de-
pendent increase as he continues to use the
drugs.

The user finally reaches the stage where he is
physically or mentally dependent on drugs. The
drug-dependent person exhibits a behavioral
pattern characterized by overwhelming involve-
ment with the procurement and use of drugs.

People uise drugs for many reasons: peer group
pressure, an escape from the problems of life,
curiosity, or a belief that the drug will bring on
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a good feeling. Indirect reasons may lie some-
where within these basiec reasons.

We have already identified man’s impulse to
seek new ways to make himself feel better. The
desire for a feeling of well-being, either real or
chemically induced, runs high in humans, So
high, in fact, th4t it is partially responsible for
our changing values. One need only open his
newspaper or turn on the television or radio to
be told of the virtues of innumerable drugs. This
has led to a casual acceptance of drugs as a
means with which to cure even the most minor
physical disturbances. Some prominent sociolo-
gists feel that the drug abuse problem among
young people is more an acknowledgment of
how influential the older generation has been
than a revolt against society.

However, we should not completely discount
any theory about revolt, either. It is clear that
some, particularly younger people, may use
drugsinitially to shock the “establishment.” Yet
drugs can also be the basis of the more profound
rebellion against established cultural values.
Here, drug use becomes an alternative to the
symbols of these established values, such as
cocktail parties and martinis at lunch. To some
people, our super-technology that mass-pro-
duces virtually everything represents a cold
and uncaring society where people are secon-
dary to bigger and better machines. Drug abuse
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to some is a convenient way of éxperimenting
with alternate customs and values when the
existing ones are no longer acceptable.

Some drug users claim that boredom caused
them to start, and their rebellion created new
and varied ways to spend time and money.
Social experts suggest that because young peo-
ple generally mature faster now than in the
past, the activities that schools and communi-
ties have traditionally provided are no longer
demanding enough to keep their attention. This
concerns us a8 leaders because we must provide
recreation activities for our men. All too often,
instead of recreation or sports, work is created.
This “make work” is rarely related to a man’s
job and may cause frustration. The need for
challenging and interesting work should be a
primary consideration of any supervisor. The
feeling of not working toward some goal leaves
an emptiness which needs to be filled; and
gometimes it is filled—by drugs.

Another reason why people turn to drug abuse
may be a desire to escape from the realities of
daily life. Because it is usually manifested by a
deeper desgire to flee the more difficult problems
of character or emotion, this reason may be the
most dangerous one. Many psychologists agree
that most people who become dependent upon
drugs, or who are consistently heavy users, are
from this group. The escape-prone personalities
are usually depressed and mistrustful of their
surroundings. In many cases, they had been
seriously troubled long before they started tak-
ing drugs. In a highly mobile society where
. people are constantly confronted with rapidly
changing settings and with new sets of values, a
disturbed person can become even more con-
fused. The military service requires extensive
change in a person’s way of life and can, for
some, be a powerful stimulus toward further
frustration. Depending on the new soldier’s
background, he meets his new responsibilities
and life styles with varying degrees of diffi-
culty. Here again, the leader must identify his
soldier’s problems and reduce the dissatisfiers,
as discussed in chapter 8, which cause them.
Many of those in the experimenter and early
user stages take drugs simply because they
think it is fun. Keep this reason in mind be-
cause it offers a useful contrast to the more
traditional ideas on the subject. Surely if it
weren’t fun (that is, if it didn’t offer an enjoya-
ble feeling or experience to the user) people
would not start using drugs. But, this idea stiil
does not answer the questions as to why drugs
are the vehicle of the “fun” generation. The
answer is interrelated with gsome of the ideas
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already discussed and in the fact that users are
simply bored with existing alternatives. They
are no longer “turned-on” by what society has
traditionally offered.

All these reasons, along with many others, lead
to the conclusion that drug abuse is at least
partially caused by conditions within our so-
ciety. It is no longer sufficient or reasonable to
speak of drug abusers in terms of “weak person-
alities” who are solely at fault for their problem.
Before we can begin to reach the problem on an
individual basis, it must first be dealt with at
the group or community level. From there we
may work with ways to prevent people from
becoming users. We need to offer new alterna-
tives, to alter existing environmental condi-
tions, and to find new directions in which to
motivate our soldiers.

WHAT THE LEADER CAN DO

In order to communicate and deal with his men,
the leader must first recognize the highly emo-
tional and personal relationship the user or
addict may have with his drug. The leader must
accept the fact that he is sometimes competing
with drugs for his subordinate’s attention. Sim-
ply telling him not to use illegal drugs is like
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ordering your son not to smoke cigarettes or
drink alcohol when he sees his peers and adults
doing it. It may be difficult for him to com-
prehend any immediate danger by doing so
himself. After all, these drugs are both legal and
socially acceptable. For the person who already
has developed habits of smoking or drinking,
the idea of quitting may seem unthinkable; the
act of quitting—impossible. Psychological de-
pendence on alcohol and nicotine is all too
common. Although these examples may seem
“farfetched,” they are essentially the same
problems encountered when more dangerous
drugs are abused. The difference is that the
difficulty in quitting the other drugs may be
tenfold that of quitting smoking or drinking.

This “competition” we speak of need not occur
in the form of active aggression against drug
abuse but should be reflected in the leader’s
concern for the welfare of his men. The leader
who by his. actions shows this concerh will ibe
more successful in eliminating the:dissatisfiers:
which often are:at the root of drug abuze. By:
“showing concern’”..we:mean simply. insuring
that when a soldier’s problem is identified, the.
leader participates in solving it. Examples of
this are getting pay for a soldier who has not
been paid, or giving a man a pass or leave to
solve problems at home. By doing these things,
the leader has in part altered the environment
and is in a better position to influence his
soldiers’ alternatives to drug usage.

By “alternatives’” we mean any activity which
subatitutes for the essential desire or need to
use drugs. These substitutes range from a more
thorough involvement in everyday duties onthe
one hand, to religious or recreational activities
on the other. Activities you select or encourage
should have some common characteristics, They
must be relevant and challenging, and must
give the soldier an opportunity to develop favor-
able and lasting relationships with other per-
sofis. In many cases, these requiremerits can be
met by simply making existing activities more
available and’acceptable to the soldiers. A com-
pany.commander can do this by making day-
room and mess hall facilities more enjoyable
and useful:'Another way is to organize athletic
activities or.feam projects which benefit all
participants. This may be done by squad
leaders or platoon sergeants. Activities of this
sort may be gstablished by the small-unit leader
and offer the: oppostunities his men neéd for
interesting patti tion with their: peer
groups. The result ¢an be mors ifivolvement in
wholesome acdtivities by the soldier and less
need for drugs. There arévnumerous possibili-
ties open to the concerned and rescureeful
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leader. After the leader has provided the alfer-
natives, the next step to take in preventing drug
dbuse is to educate all soldiers in the medical,
legal, and moral implications of drug abuse.
Toward this end, the leader must first educate
himself on the subject so that he can inform his
men, '

In developing a good drug education program,
see that it is characterized .by objectivity and
integrity, qualified instructors, eurrent. infor-
mation, and a specific target audience. Thesge
characteristics will be discussed separately.

By “objectivity and integrity” we mean the use
of factual—not emotional—information. The re-
quirement for this is made clear upon examina-
tion of some past drug education programs
which were:-characterized by incorrect informa-
tion, the use of “scare tacties,” and an exaggera-
tion of facts. Programs of this type caused the
audiences to realize that the information was
incorrect and conclude that the ingtructors did

‘not know ‘what they were talking about. This

lack of'intégrity Conitributed to the mistrust the
young people had for what appeared to be an
untruthful adult society; More eritical was the
fact that many who did not believe what they
were told, abused dangerous drugs as a form of
rebellion against adult society, '

It is unreasonable to expect all leaders to be
qualified to instruct in all subjects; however,
there are several agencies that can assist. For
example, a doctor is a logical 'person to teach
the medical aspects of 'drug abuse, while a
chaplain is better qualified to discuss the moral
implications. By usinig specialists to assist
them, leaders ¢an present all aspécts of drug
abuse while establishing a high degree of credi-
bility with the audience, o |

Using instructors like thig helps us to make
sure that the information being presented is
current, This is important because. new infor-
mation on drugs and their effects is constantly
being published. Furthermore, the laws pertain-
ing tothe use of drugs are subject to change.

If the unit drug education program has these
first three characteristics, we can be sure that
an environment of mutual trust will develop
between the leader and his men. However, be-
cause of the value differences between men and
between groups, the approach will vary accord-
ing to the audience. We cannot maintain an
atmosphere of free and open ‘discussion in a
drug education class if the audiencé consists of
young privates and senior noncommissioned
officers. Leaders should recognize the value dif-
ferences and vary their techniques with each
group. The leader may wish to include commis-



sioned and noncommissioned officers in one
group and the lower ranking enlisted men in
another., This clears the way for more open
discussion and insures that each group learns
what is most important to them, ‘

Another characteristic of the education
program—continuous exposure-—means that
the educational process must be continued
beyond the classroom, in the daily activities of
the soldier. This means more than simply plae-
ing antidrug posters throughout the unit area.
Continuous education includes the frequent,
open exchange of information and ideas con-
cerning the problems between leaders and sub-
ordinates. The key factor with respect to drug
abuse is that the information must be based on
factual knowledge of the problems and a mutual
respect for the exchange of ideas,
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When a solid educational base has been estab-
lished, it is possible for a leader to implement
his programs of enforcement and rehabilitation
with a greater probability of success. Knowing
the facts of drug abuse well prepares the leader
to evaluate and act on the problems in his unit.

The need for up-to-date information pertaining
to drugs has been stated throughout this
chapter. However, a discussion of specific infor-
mation has been avoided since the laws, pol-
icies, and other pertinent information are
changing. As more medical information be-
comes available and as social attitudes change,
there is a constant need to update our knowl-
edge. The leader should keep himself and his
men well informed on current aspects of the
programs at their disposal. This is the basic
ingredient for a leader to implement his own
policies and programs.

SUMMARY

Thig has been a discussion of one of our contemporary human
problems, Drug abuse is an indicator of deeper individual and group
problems of our time. The nature of these problems requires that each

occurrence of drug abuse be handled on,
no standard solutions .s,tzp;dam@*a uge a
single answer to gquestions sich:as, “H
. can. reduce the drug-prob{"e 1. by ered

understanding and mutual trust,

ah indiyidual basis. There are
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THE CHALLENGE

The problem of race relations is a major issue
facing leaers today. Soldiers from all walks of
life, various geographical areas, and numerous
racial and ethnic backgrounds bring their
problems and prejudices with them when they
enter the Army. The military leader’s challenge
is to direct members of this diverse group in a
way that will cause them to work as a team. It is
not an easy task, but certainly one that can be
accomplished through informed, fair, and im-
partial leadership.

HISTORICAL CONTRIBUTIONS

Each minority group—whether Black, Chicano,
Puerto Rican, Indian, or Oriental—has made
significant contributions to the development of
our country from its earliest days. Our diversi-
fied American culture has benefited from the
rich historical and cultural backgrounds of
each minority group. It is important that
leaders know something of the background, con-
tributions, and cultures of these diverse groups
in order to apply the leadership prineiple—
“Know your men and look out for their welfare.”
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Minority contributions occur in a variety of
fields ranging from science and technology to
creative work in art, music, and literature. This
tends to dispel some common false notions—
that minorities are stupid, lazy, and uninter-
ested in education.

Unfortunately, this is often one of society’s
views of minorities. Occasionally, in the past,
when one of these minority persons would excel
and become recognized by the public, his
success was considered a result of his adoption
of the white man’s system and life style. This
notion has also occurred in recent years when-
ever black athletes, oriental politicians, and
Mexican businessmen, for example, have be-
come public figures. Minority race personali-
ties, however, do not often separate themselves
from their heritage. A study of current litera-
ture and public media reveals that contribu-
tions and accomplishments of minority groups
are more readily recorded and appreciated to-
day.

When presented with a historical fact such as,
“Matthew Henson, a black explorer and a
member of Admiral Peary’s famous expedition,
was the first man to reach the North Pole, not
Admiral Peary himself,”? conventional-his-

! Bergman, Mort N. and Peter M., The Chronological His-
tory of the Negro in America. New York: The New American
Library, 1969.
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tory students tend to disbelieve. This disbelief
sometimes even turns into anger and results in
the feeling that minorities are attempting to
change history. The contributions of minority
groups to American history are currently being
published for the first time. Historical records
have established that minority groups’ soldiers
have fought bravely in every American
conflict—from Bunker Hill in the Revolution-
ary War to Hamburger Hill in Vietnam.

Specific accounts may be cited of minority
group soldiers who fought bravely even though
they were subjected to discrimination. For ex-
ample, during the Civil War, the 54th and 55th
Massachusetts Volunteer Infantry Regiments
(black units), fought for 18 months without pay
because the pay scale offered was unequal to
that of white regiments. The 9th and 10th Cav-
alry Regiments (black units) were instrumental
in settling the West. Listed among the accom-
plishments of these cavalry regiments are the
establishment of what is now Fort Bliss, at El
Paso, Texas, and the participation in Teddy
Roosevelt’s “Rough Rider” charge up San Juan
Hill. Through the efforts of both black and white
regiments, the battle was carried that day.!
During World War II, Cherokee and Navajo



Indians served as radio-telephone operators
and spoke their native language in the clear
without concern about enemy intelligence
efforts to monitor radio traffic. The enemy did
not understand the messages. Among the
soldiers who raised the flag at Iwo Jima was an
American Indian. Another minority group de-
manded and received permission to form their
own combat unit to prove their loyalty to the
United States. Thig unit, the Japanese-Amer-
iean 442nd Regimental Combat Team, fought
heroically during World War IL.2 These are a
few of many examples of how minority groups
have stepped forward to.take their place within
the military ranks, while continuing to ‘suffer
varying forms of racial diserimination,

WHY PREJUDICE? _
Why is there still discrimination in a country

where all people supposedly have equal oppor-

tunity? You might ask yourself, “Am 1 preju-
diced?’ If we stopped and thought for a
moment, probably each of us would admit that
we are indeed:prejudiced about something.
When we think that all Chinése are sneaky, all
black people are lazy, or all Italians are gangs-
ters, are we not :pnejmldie'e'd?t-il?rejudi;qie‘nis de-
fined as “an frrational oty tudg:of: Hostility
directed against an jndividual, a group, a Yége
or their suppoged, ﬁ#&%ﬁ%}%ﬁ;ﬁﬁﬁi’ M, s
definition, most people wauld have to aghes that
they are preju(tiicea'lnﬂ?me xway' “i"‘;};;ﬂ} v;%’

Prejudice cah be‘ovércsnre’by learning the facts
and applying a sound reasoning process: This
means that leaders must know more about their
men thah just their names and ranks. This
knowledge must not be based on general un-
founded opinions about the race or ethnic or-
igin of the men, but on facts about each man.
Leaders must know their men’s values, atti-
tudes, how they came to bethe way they are, and
what they want to be. Furthermore, leaders
must be prepared to detect and evaluate warn-
ings of possible unrest that ‘may ‘stem’ from
racial: problems in their units and to take ac
tion to eliminsate the'causes. =~ : ‘
SOME REASONS FOR RACIAL TENSION™ ‘
Racial tension in a unit {s often the result of
poor leadership, The following' ibems are major
reasons for racial tension in a unit. = ’
1, Insensitive leadership. ) -
he thrugt for racial

2. Not understanding.
identity in a unit. PP
8. Racial prejudice and digerimination.

S T S I DERS LI
3 Hosokaws, Bill.,, Niesi: The Quiet Americans, New York:

William Morrow and Co:, Iné., 1969,
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4. Unfair administration of rewards and
punishment, promotions, and duties. : -

5. Racial militancy and reactions to it.

6. Limited recognition and awareness of
minorities: ' L

" 7. The absence of intergroup relations. _

8. Failure of the leader to properly investi-
gate and act on complaints of either the major-
ity or minority soldiers. o -

9. Use of “the accusations of diserimina-

“tion” by minority groups as a erutch.

Each leader must know the effect that his ac-
tions and commentg have on his men and must
avoid racial prejudice and discrimihation. For
example, if the leader refers to his black
soldiers as “Negro” or “golored,” some may be
offended. In most cases young black soldiers
prefer to'be called blacks, while other black
goldiers might prefer to be called Negro.
Soldiers of other groups are also sensitive to
being called by other than their correct names,
Usingthe terms‘“jap,” “wetback,’ "“mex,” “spic,”’
“honkig;” or “whitey” are expressions of preju-
dice wh:ts-h should not be allowed.
X @;\ S XES .

mcm’g@gﬂrﬂﬁr UL
'Ii"i}e'iif,‘é_a.'-il,g,;s}.‘l?e?en_;a_ growing spirit of unrest
among many racigl groups, in¢luding both mi-
woFity BhA f?x’i’ﬁi&ﬂf‘i f%g upe Black power,
Wrown piwer, "HAd’ +Ed’ power d¥e examples of
organizational movemeants that have been.mis-
understood. Many minority-group soldiqrs have
lived a. life. of suppression. Therefore, the
current attitude of some minority-group
members is that they have failed, so they felt
that they.should turn to more militant efforts.
Some actions by minority groups to show racial
pride and a new thrust for racial identity have
been misinterpreted by members of other
groups as threats to their security, and have
stimulated adverse reactions. For example, the
rebel flag is viewed as a threat by some blacks,
and the “power salutes” are viewed as a threat
by some whites. Racially oriented militant ae-
tions by any group should not be allowed:since
they can lead to violent confrontations.

The young soldier of today accepts little without
proof. This lack of trust carries over to his
attitudes toward the chain of command. He may
refuse to trust a man merely because that man
is superior to. him in rank. Leaders must show
young goldiers that they are professionally
competent, willing, and capable of assisting
them in solving, their problems.. If & problem
arises that a leader cannot solve, it should be
referred up the chain'of command to someone
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who can solve it. In this way, trust and respect
can be gained andracial tension prevented,

Some effects of racial tensions are polarization,
antagonism, and disciplinary problems. For ex-
ample, antagonism may be evidenced by name
calling or in fights between soldiers of different
races. Once racial problems such as these begin
in a unit, its leaders are faced with additional
disciplinary problems. Racial tension may take
the form of violence in one way or another.
Effective communication up and down the
chain of command will provide warning of po-
tential racial problems.

MOST FREQUENT COMPLAINTS

Most racial problems in the Army are caused by
a lack of understanding of the other man’s
position. On all the Army posts surveyed to
determine the reasons for racial problems there
was one complaint which stood out above the
rest. It concerned a lack of communication
between majority and minority group soldiers
at the lower levels and between all young
soldiers and their leaders. This lack of commu-
nication indicates that leaders are not aware
that a problem exists. Some other complaints
frequently voiced by soldiers are—

1. Leaders are not concerned with the wel-
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fare of minority soldiers and do not listen to or
investigate their complaints.

2. Minority group efforts to achieve identity
in dress, music, and symbolism are not un-
derstood.

3. Objectionable racial terms such as “boy,”
“nigger,” “whitéy,” “wetback,” ‘“gpie,” ete., are
used.

4. Minority group soldiers are likely to be
punished more severely than whites for similar
offenses.

5, Men who speak out for or against equal-
ity are harassed, regarded with suspicion, or
transferred. .

COMMUNICATIONS—A MUST

To promote mutual understanding, the leader
must first realize that, under normal condi-
tions, there are problems of communication
witHin the chain of command. The leader should
deal with these filters, barriers, and break-
downs. The problems are complicated, however,
when minority soldiers lose their trust in their
leaders. If lateral and vertical communication
is effective in both the formal and informal
channels, an understanding can be fostered
between soldiers whith will reduce racial ten-
sion, : :

The troops must also be convinced that fair and
impartial treatment will be given to all soldiers.
The leader must see that his men understand
what standards are expected of them and what
the result will be if they fail to measure up.
Rewards and punishment must be applied
fairly to produce consistent results for all
soldiers. For example, Private Smith, white,
and Private Gonzales, a chicano, both go
AWOL; Gonzales for the third time and Smith
for the first time. Gonzales’ punishment is more
severe than Smith’s. Misinterpretation may
result if members of the unit are not made
aware of why Gonzales was punished more se-
verely. Holding troop information sessions and
posting the actions on the unit bulletin boards
will enable members of the unit to see that the
punishment was appropriate in each case.

A leader who is alerted by the situations which
have been discussed can recognize and solve
racial problems at his level. He does this
through personal involvement with his
command so that prompt action can be initiated
when tell-tale signs appear.

INDICATORS OF RACIAL TENSION

What are some indicators of racial tension that
you might find in a unit? One may be an



indifferent response of minority soldiers to
white leaders or an indifferent response of
white soldiers to minority leaders. This is often
caused by the misinterpretation of a leader’s
actions by both minority and majority groups.
These misinterpretations may be aggravated by
racial incidents ocecurring on and off post.
Whatever the cause, the leader must find out
why this indifference has developed and take
immediate action to resolve the problem.

FAIR AND iMPARTIAL LEADERSHIP:

A keynote of good leadership is fair and equal
treatment. The leader’s policies and his admin-
istering of these policies must be fair and equal
for all his soldiers. For example, a leader may
have a fairly administered open-door policy for
his unit, but the judgment decisions he makes
may appear unequal. One case in point is the
leader who had announced that no one would be
excused during an upcoming field exercise
without his personal approval, because of a
critical shortage of men. After the unit had been
in the field for a week, several black soldiers
requested permission to return to garrison to
participate in’ post religious ceremonies com-
rating the birth of Martin Luther King.
éd the trequest. Ija‘ﬁfgﬁasevleral

id not know thelggson the

The leader g‘fa;__
white soldiers,’s

black soldiers had héen returned-to. ghrrison; -
began to complain of black faveiitigni on the

part of the leader. Because the leader failed to
fully inform the mernibers of the unit, the potén-
tial for racial unrest developed. The leader
could have prevented this misunderstanding if
he had explained the facts and reasons for his
action. He could have explained to the unit the
importance most blacks attach to the legacy of
Dr. Martin Luther King. He could also have
explainied that he would have honored similar
requests for other racial or religious groups
under similar circumstances. :

POLARIZATION

Racial polarization in informal gathering
places such as dayrooms, dining areas, and
clubs is a frequent occurrence, Soldiers who do
not speak English often gather in a group dur-
ing their off-duty hours. These actions alone
are not necessarily ingig-icat@rs;of ‘unrest within
a unit. There is a natural tendency on the part
of every man to seek those with whom he shares
something in comimon, such. as race, age, rank,
language, or cultural similarities. The leader

should recognize these tendencies, but be alert.

to the fact that in these same areas unrest may
develop.

evbnits ind 7
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GROUPING. |

One such case occurred in a unit where most. of
the minority group soldiers frequented one on-
post club. This club eventually became known
as a “soul club” and consequently received little
patronage from white soldiers. This situation
was brought to the attention of theleader, who
overreacted by attempting to reverse the gitua-
tion. In doing so, he caused tempers to flare,
and soldiers began to complain about the
leader’s attempt to deny them the right tosocial-
ize in the club of their, choice, This problem was
not caused by racial grouping, but incorrect
analysis of the situation by the leader. Realiz-
ing there is a difference in cultural likes and
dislikes as previously discussed, the leader
should not become alarmed when minority
soldiers group together. It is only when one
group begins to patronize a place and prevents
members of another group from patronizing it
that the leader should take action.. When the
leader observes soldiers grouping in the dining
hall, in the dayroom or even in clubs, he should
ask himself, “When I see several whites group-
ing;, do I feel the same as I do when I see Puerto
Ricans, grouping?’ The imaginative leader re-
cogniizes that grotiping is natural, but he tries
tO@ihiﬁiﬁ‘éig‘b sroviding i‘tiie,:?_’thb;t bring
all’hig-géidiers tog i airiple, ‘athletic

s5:8nd Unit parifes. Thése actlyitiés help

féf dbmmuiication between soldiers of dif-

ferent rddes. . -
LESSON LEARNED o
From past successes and failures, these lessons
have been learned: C '
1. A leader who thinks he does not have a
potential racial problem is probably making a
mistake. After-action reports on those units and
installations that have had racial disorders un-
iformly begin with statements by commanders
that there were no racial problems prior to the
start of race riots. The potential for racial
trouble: exists within every unit, and if every
leader understands this, he will probably be
more aware of what is going on in his unit and
be better prepared to handle problems that
arise, o
2. To stay abreast of racial problems,
leaders cannot. rely completely on the chain of
command and the Inspector General. Some
soldiers are skeptical and distrustful of leaders
and the formal organization of the Army.
Therefore, they doubt their ability to get help
with their problems threugh.the chain of
command. The leader must get out of his office,
go to the troops, and inquire about their

15-5.




FM 22-100

problems. A group useful for this purpose is the
unit’s Human or Race Relations Council,
Councils of this type provide the means for a
leader to “rap” with his men about problems
that they would normally be reluctant to take to
members of the chain of command. The leader
should make it clear, however, that these “rap
sessions” are not intended to make or change
unit policies, but rather to bring to the surface
areas for the leader’s consideration in deter-
mining policy.

3. No grievance should be regarded as just
another complaint. An imagined problem pro-
duces the same result as a real problem, a
disgruntled soldier. Each complaint must be
carefully considered and investigated, correc-
tive action taken, and the results publicized if
permissible. Regardless of the outcome, the
soldier must be kept informed of the status of
his grievance so that he can see that the leader
truly cares about him and his problem.

4, Rumors and false impressions must be
corrected by using every means available to
openly and honestly discuss racial problems as
they occur in the unit, Senior NCOs must stay
in touch with soldiers to learn and discuss
potential problems and to keep commanders
informed. The achievements and newsworthy
activities of minority races should be recog-
nized publicly through local civilian media, mi-
nority press, and command publications. Each
man should feel that his hard work and achieve-
ments will be known and recognized. A man is
proud of his unit when his unit also shows pride
in him. Programs and literature outlining the
history and culture of minority groups should
be presented or made available to all soldiers.
Education is one of the best means of alleviat-
ing racial tensions. A person will not dislike
someone or something that he knows and under-
stands as much as someone or something that is
foreign or strange to him. There should be an
attempt in the presentation of material about
culture to promote understanding of all racial-
ethnic groups.

5. Unfair administering of justice, both ju-
dicial and nonjudicial, is something that
leaders at all levels must avoid. No soldier
should be subjected to unfair punishment be-
cause of his race or any other reason. If a
leader believes a member of his command is not
being treated fairly, he should bring it to the
attention of his superior in the chain of
command for review. As with most acts of al-
leged discrimination, a thorough investigation
of the facts is “a must.”

6. In dealing with racial tensions, avoid
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recrealional

apPedl

using minority group leaders only. Admittedly,
some insight may be gained through consulta-
tion with minority leaders. There is, however,
no substitute for the leader’s personal involve-
ment in the problems that affect his subordi-
nates. The introduction of minority leaders
during the periods of extreme racial unrest
indicates a desire to solve the immediate
problem, not necessarily treat the cause of those
problems. Frequently, the minority leader in-
troduced into this situation is regarded as g
“yes man” or “Uncle Tom.” A favorable environ-
ment for good human relations significantly
reduces the chance ofserious racial incidents,

7. Recreational facilities, to include day-
rooms, do no good if they are not used. Leaders
should provide recreational facilities for their
soldiers and see that the available facilities
appeal to all racial groups. Basketball, a popu-
lar American sport, might appeal to blacks but
not to Mexican-Americans, whereas a golf
course may appeal to white soldiers, but not to
American Indians. Try to offer some recrea-
tional and social activities common to several
cultural groups. This is a good way to have
soldiers participate in activities with others of



different backgrounds. Leaders should be espe-
cially aware of the tendency to provide recrea-

tional facilities and services for the family man

and his dependents rather than the unmarried
soldier. This can erode the objectives of recrea-
tional activities designed to promote racial hay-
mony.

8. Be openminded and listen to a soldier’s
convictions without first thinking he is a troub-
lemaker, Just ag there are whites with racially
prejudiced attitudes, there are minority group
soldiers who are racially prejudiced.

9. Rank is no substitute for leadership.
Today’s soldiers are more sensitive and
complex than those of the past. Soldiers can
spot the leader who depends upon his rank to
motivate his men. The leader must be concerned
and sincere in all of his dealings with subordi-
nates. The American soldier asks only that his
leadership is based on sound judgment and
impartial application.

10. Noncommissioned officers in charge of
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barracks seldom live in the unit ‘area. The lack
of supervision by senior noncommissioned of-
ficers and officers in the barracks at night
sometimes results in racial incidents. Often
these incidents starting as heated discussions
or arguments turn into racial clashes. As a
leader, you can insure that nightly supervision
in unit areas is adequate to provide necessary
control. There must be an active chain of
command and it must stay in contact with the
troops.

To apply these techniques, the leader must con-
tinue his research to keep his knowledge
current. He must be aware of current issues
and he must use available resources to broaden
his understanding. Formal education is the
principal way to broaden understanding: li-
braries and military and civilian magazines
provide a wealth of information on this subject.
Since 1964, numerous Army regulations di-
rected at specific discriminatory practices have
been published. Army leaders should be famil-
iar with their contents. -

SUMMARY

This chapter has touched on the history of some minority groups,.
prejudice, indicators of racial unrest, racial identity, causes of racial
tensions, and lessons learned. There hag been no attempt; to supply the
answers to racial problems., The intent is to present some eritical
problem areas in race relations. Further reading is encouragéd. The

leaders’ most precious resource is hi

them in good order.

8 men. Care must be taken to keep




CHAPTER 16
PREVENTION OF

Absence without leave (AWOL) has long been a
problem for military commanders. However,
AWOL problems can be significantly reduced
and even prevented by the application of sin-
cere, positive, and concerned leadership.

Article 86 of the Uniform Code of Military
Justice defines the various classifications of
AWOL in which a soldier through his own ac-
tions is not at the proper place at the prescribed
time. This can cover a period of time ranging
from being a few minutes late to a formation to
being absent from a unit for a number of days.

Article 86 cannot be interpreted literally in all
cases. In applying this article, commanders are
called upon to employ both discretion and good
common sense. They must investigate and
weigh each case on its own merits. Additionally
the leader’s actions should be based on his own
judgment and experience.

In diseussing AWOL prevention, it is important
at the outset to know something about the char-
acteristics of the soldier who goes AWOL. The
typical absentee is:

a. Under 21 years of age.



b. A high school dropout.

¢. Immature, with a history of previous per-
sonal failure,

d. Likely to have a civil disciplinary record.

e. Experimenting with drugs.

f. Single. o

g. A product of an unstable home.

k. Not adaptable.

These characteristics reveal a general profile of
men who have gone AWOL. While there are
many exceptions, they give the military leader a
useful tool for the identification of the potential
absentee,

Let us now consider why a man goes AWOL.
There is seldom only one reason, since AWOL is
determined by three factors interacting contin-
uously: the man, his situation, and hisleaders.

The Man

The first factor is the man himself. Studies
show that the soldier who goes AWOL is unable
to cope with stress in both civilian life and in
the Army. Soldiers are continually faced with
changing situations which require adjustments
on their part. Failure to make these adjust-
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ments serves to compound their problems to the
point where they become the problems of the
unit and the unit leader.

Their problems fall into two categories, per-
sonal problems and contributing factors. First,
let us consider the personal problems—those
which could arise whether or not the man is in
the Army. They include financial, marital, par-
ental, drug, and emotional problems.

Although the implications of these problems are
known, their identification is often difficult, If
they can be identified, the leader can offer
advice and assistance or refer the soldier to one
of the agencies available for professional help.
The problems can be identified only if the leader
is able to convince his men that he is interested
in their welfare and will help eliminate these
problems.

The Situation

The second category of problems which may
cause a soldier to go AWOL may be termed
“contributing factors,” or dissatisfiers. They
consist of such things as an ineffective chain of
command, poor reception and integration into
his unit, improper job utilization, meaningless
work, racist environment, and inadequate coun-
seling., Let us examine some of these problems
and suggest actions which the leader might take
to resolve them.

One common problem is the ineffective recep-
tion and integration of newly assigned troops.
When a soldier arrives at a unit, he is in a
period of transition and subject to stress. He
often feels very much alone. If no one in the
chain of command tries to orient the new ar-
rival properly and make him feel at home, the
stage can be set for AWOL.

A eritical consideration during reception and
inbegration is the duty assignment for a new

soldier. When possible, assign him to the posi-
tion for which he is trained. If he must be
assigned elsewhere, tell him the reason for such
an assignment. The reasons for this are twofold.
First, the soldier will understand that his as-
signment is critical to the accomplishment of
the unit mission; second, the leaders at all
levels in the company will know the soldier’s
background and the reason for the assignment,
and will therefore be able to make special efforts
to assist and motivate the soldier in his unfa-
miliar position. -

Meaﬁingfu-l training and work are also neces-
sary in every unit. Soldiers who feel that they
are learning, accomplishing tasks, and partici-



The final and most
imporfanl faclor..

pating as members of the unit team are less
likely to go AWOL.

The “situation” as it pertains to this discussion
is not limited to those things mentioned, but
covers anything that may cause goldier frustra-
tion or pressure. Leave policy, availability of
supplies and equipment, mess facilities, pay,
personnel services, recreation facilities, and
pillets are only a few of the many things which,
if they do not adequately provide for the
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soldier's needs, can cause him to feel that his
only recourse to escape a bad situation is to go
AWOL.

The Leader

The final and most important factor in mini-
mizing the AWOL problem is the leader.
Leaders cannot keep their soldiers from having
personal problems; however, they can help them
solve their problems. Only leaders can prevent
their men from being put into a situation where
AWOL is seen as the only available course of
action. The numerous responsibilities of the
leader have been addressed throughout this
manual. Communicating, discipline, motiva-
tion, decisionmaking, and counseling are some
of the many tools which he can use to prevent
his men from going AWOL.

Leaders at all levels must prove to their men
that they are both capable and willing to help
them. Soldiers who do not respect and have
confidence in their leaders will not seek their
counsel or help. Therefore, each leader must not
only be conscious of his own effectiveness, but
he must train and counsel subordinate leaders
80 that they are able to develop the required
relationship with their men. Only if each leader
in the chain of command actively strives to

s reach a relationship with his men based on
_mutual trust can the AWOL problem be mini-
- mized.

One of theleader’s tasks is the development of a
workable AWOL prevention program. Through
this, he can establish guidelines which his sub-
ordinate leaders can use during the day-to-day
activities within the unit. Policies can be estab-
lished for solving personal problems, identify-
ing and eliminating  dissatisfiers, providing
meaningful training, and developing leadership

actions effective in preventing AWOL.

SUMMARY

Sincere, positive, and concerned leadership is the most important
element in the prevention of AWOL. Knowing who may go AWOL and
the reasong for which they may go is important, but not sufficient, This
knowledge must be the basis for an AWOL prevention program involv-
ing all leaders and focusing on all soldiers. The program must be
carefully designed, implemented, and monitored to insure that it antici-
pates and meets the needs of our soldiers.
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SITUATIONAL STUDIES

Situational studies are in this manual to give examples of the nu-
merous day to day problems which confront the leader. They have been
analyzed to assist him in relating the information in the manual to

some of the problems which he faces.

These studies, which are aimed at the junior leader, can apply to all
branches of the service and can be related to both combat and non-
combat situations. Because it is impossible to present a study which
would apply to every situation; these may be adapted to fit the required
areas of interest or may be used as examples for the development of
specific studies to support particular training.

ihefossumplionol

of
/

Lieutenant Nelson had just been assigned to the
company. After meeting the first sergeant and
the other platoon leaders, he was briefed by the
company commander on company policies and
SOPs and then introduced to his platoon
sergeant, SFC Ferguson. Lieutenant Nelson
asked Sergeant Ferguson to “fill him in” on the
platoon and said he would like to talk first to
the NCOs and then to the men as soon as it was
convenient.

Sergeant First Class Ferguson told Lieutenant
Nelson that the platoon was in pretty good
shape, that the NCOs aceepted responsibility if

they were not oversupervised, and that they
seemed to work well with the men. He stated
that Sergeant Hurley, second squad leader,
sometimes drank too much and had a tendency
to. harass his men, He said the state of training
was good, that the platoon usually came in
second place on the platoon tests, and that they
had taken first place once. He went on to say
that the men, however, did need some training
with weapons. He further stated that unit mor-
ale and discipline were good and that they had
not had an AWOL or request for transfer in 4
months, Lieutenant Nelson thanked Sergeant
Ferguson for the rundown on the platoon, said
that it sounded like Sergeant Ferguson had
been doing a fine job, and stated that he was
looking forward to working with him. The leu-
tenant also stated that he didn’t want to make
any changes until he had observed the platoon
for a few days.

Later that day, in a meeting with the platoon’s
NCOs, Lieutenant Nelson made this speech,

“As you know, I'm your new platoon leader. I've
heard some very good things about you, and I'm
happy to be working with you. I hope yvou will
cooperate with me, as you did with your former
platoon leader.

“One reason I called this meeting is to tell you
that I don’t plan to make any major changes in
platoon policies and routine. I understand
you've worked hard and that the unit’s in pretty
good shape. I'd like to keep it that way. Better
still, I think we can make it the best in the
company. But, until I know the platoon better, I
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want you to continue running your squads as
you've done before.

“If you have any discipline or morale problems
with your men, or if you have any personal
problems, come to see Sergeant Ferguson or me,
We'll do everything we can to help you.

~ ‘““Also, if one of your men has a personal
problem and wants to see me, make sure he gets
a chance to do 80. Some of your men might be
afraid to talk about their problems—a big debt
for example—because of a fear of having some
disciplinary action taken against them. I'd like
you and your men to know that this won’t be the
case 8o far as I'm concerned. If you or one of
your men has a problem and wants my help,
then I want to know about it so that something
can be done,

“One last thing! As soon as I've had an eppor-
tunity to observe the men and get to know the

routine, we’ll have another meeting. Atthat:

t1me, I hope to make any changes or new pol-
icies which I think will 1mprove the plgtoon:
We'll talk them over before we jump in with, both
feet. , ‘

“Well, that’s about it, unless someone has ques-
tions or suggestions right now on ways of im-
proving the platoon.”

With this, Sergeant Hurley said that his squad
had been split up in two rooms for several
months and recommended that his squad and
anothertrade places for awhile. Lieutenant Nel-
son handled the situation by saying he would
rather consider it later on in -the week because.
he first wanted to observe things as theywere..

Later in the day, Lieutenant Néléon met the

platoon at a forimation. He gavé t’hem*“ATf

EASE” and began his mtroductlori
“I haven’t had an opportunlty to meet all of you

yet, but time will remedy that. As you may have.

heard, I was recently commissioned _from OCS.
I had 4% years of enlisted service prior to OCS.
This gives me some experience that may be
helpful to us here. ,

“Although I've only been in the company for 1
day, I've heard some very good things about
you. You’re to be commended for having a
splendid record. I hope you’ll continue. I'm sure
it will be a pleasure serving with you.

“If we can work together closely, I think we can
make this platoon even better than it is now.
You proba,bly want this as much as I do, In fact,
I'm going to expect this. Just remember to keep
a good appearance at all times, be as sharp as
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possible and do your job well. If we can do this,
I’'m sure we can become one of the best platoons
in the whole battalion.

“As you might gather from this, I have one basic
policy that I'd like every man in the platoon to
understand. I believe that men who work hard
and do a good job should be rewarded for it. On
the other hand, I also believe that those few who
don’t carry thelr share of the load should not get
the privileges the rest get.

“One last thing, and I'll let you go to chow If
you have any gripes, complaints, or personal
problems, go see your squad leaders. They know
that if they can’t help you, either Sergeant
Ferguson or I.will do whatever we can. Above

~all, don’t keep problems to yourselves; let us

know about them.”

DISCUSSION

_ The manner in which a new platoon leader

takes command of a unit is extremely im-
portant. His actions will determine whether or
not his men jsee h1m as 2. potentially good
leader. First. 1mpresslons are lasting and can
seriously affect the men’s wﬂlmg'ness to cooper-
ate. If these impresgsions are negatwe it is
difficult to.change them.

This situation was taken from an incident of
good platoon leadership and demonstrates how
cne platoon leader took command of a good
unit. His actions were uniformly good

Upon being asmgned to the company, the new.

lieutenant was given a briefing by the dompany
commander. The narrative does not say specifi-
cally what was sgid at this meeting; but, the
company; commander did inform the new
pléaﬂtbon leader about scm‘npany policies and
SO . Thig orientation was. necessary to speed
up” the platoon - leaders integration into the
company.

After meeting the other company officers, he
was introduced to his platoon sergeant. The
piatoon leader’s first, action was to arrange a
time to meet the NCOs, and also a time to meet
the rest of the men in the platoon. He demon-
strated that he felt a need to get Sergeant
Fergpson 8 opinions on the unit’s condition and
information on the unit’s present activities and
SOPs. This showed respect for the platoon
sergea.nt’s position and a willingness to con-
sider any suggestions he might have.

The lieutenant told the platoon sergeant that he
wanted the platoon to continue running as it
had done in the past, and that he would observe



it for a few days before making any changes.
This was a good approach because it gave him a
chance to evaluate the platoon’s capablhtles
and-deficiencies before making changes

This underscores ah error made by some.
leaders .upon taking command. They immedi-.
ately make major changes in policies and
SOPs. Except in unusual cases, these changes
usually have a bad effect on the performance
and morale of the men. They are usually inter-
preted as a reflection on the former leader, who
may have been well liked. If changes are made
without careful cons1derat10n of the whole
system, they may create more probleins than
they solve,

Knowledge - that a new leader is- to take
command and that he will make wholesale
changes in established routes may cause appre-:
heénsion and insecurity. People, in general,
regent sudden change because it tends to con-
fuse them, to “upset the apple cart,” and to
create the necessity for learning new things. If
changes must be made, they should be initiated -
gradually and tactfully, and with the help nd
advice of subordinate leaders. If é)latoon N Os

are made aware of 2, roble thei he 18,
enllsted in solvmgl and p}gmekp‘g]%g;thﬁl

solution, the effocts of Hhe shanee.are Jsae s
ruptive. . s e yady woolavim Husiitib
This leader’s aétmﬁ@twwld Wil doaBtéaly nialean
favorable tmpdessioh cHoHI¢ néw platdéiy The
platoon leader’s’ stb.tementb’m‘reg'a‘ﬁd to'greldusl
" change ‘were reafsuring. Theé ‘man ‘could relax'
with the knowledge that he would not'imniedi-
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ately start thrashing about without knowing
what the conseguences ‘of his actions: mouLd be.
The second. productive action was his effort to
modify, in a favorable way, the atmosphere of
apprehension that attend a transfer of leader-
ship. Specific acts in this regard were—

1. He commended the platoon sergeant in
terms of the job he had been doing. Praise will
almost always evoke gratlflcatlon in those
praised.

2. He said essentially the same thmgs later
tothe NCOs with probably the same effect.

3. He followed the. chain-of-c ommand in the
order in which he spoke to platoon members.
This is a device for enhancing the prestige of
the NCOs ‘with their:subordinates and would
undoubtedly earn. therr appreclation '

4, He stated’ to all that he would make no
immediate changes. : :

5. He stated ‘that he would sohcxt adv1ce
from his NCOs when cha.nges were to be made,
thereby indicating that they would have a voice
in determining platoon policies. ‘and SOPs. This
persuaswe device rarely famls to elicit the sup-
port of onets: subordinates

isa valuable ablhty fora leaderto acqulre
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Lieutenant Baits told his platoon sergeant that
he had just come from a meeting with the com-
pany commander, who had given the platoon a
difficult mission. He went on to say the platoon
must send out a four-man 48-hour reconnaiss-
ance patrol to locate enemy artillery positions.
Then he asked his sergeant to recommend a
man to lead the patrol.

The platoon sergeant said that Sergeant Wilks
was the next man due, but that he didn’t have
much experience in leading patrols like this
one. He said Sergeant Dillon was the best man
for the job, but that Dillon had been on more
than his share of patrols and was due for rota-
tion in 2 weeks. He went on to say the Sergeant
Martz was sick and that Sergeant White had
just returned from a patrol; therefore, he would
have to recommend Dillon if the patrol was as
important as it sounded.

Lieutenant Baits agreed and asked the platoon
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sergeant to get Dillon so that he could talk to

~ him. When Dillion reported, LT Baits gave him

the mission. Dillon complained that it wasn’t
his turn to take out a patrol and said he was
being picked-on for extra details. Lieutenant
Baits interrupted and explained the reasoning
behind his decision. Sergeant Dillion, after
hearing the reasoning behind the decision,
stated that he and the patrol would do the best
they could.

DISCUSSION

An important aspect of leadership is the equita-
ble use of the men on assignments. A problem
frequently encountered is that of having to de-
cide whether to give important and difficult
tasks to the best qualified men in the unit, or to
rotate those tasks fairly among all the men in
the unit. Either alternative may have certain
undesirable effects. The best solution probably .
lies in a tradeoff, using rotation of tasks except
where difficulty or importance of the mission
dictates use of the best available men.

To use the best men consistently on these tasks
is an unfair distribution of the difficult assign-
ments. This may impair morale. This is espe-
cially true in combat where danger and the
likelihood of death is increased. Further, if the
best men are consistently used for the most
difficult missions, they will inevitably become
casualties. When this happens, the remaining
men will not be sufficiently experienced and
able to take the difficult missions. On the other
hand, to assign these missions on a rotation
basis may eause an increasged failure rate and a
lower standard of performance on the difficult
missions, This, in essence, was the type of di-
lemma this platoon leader had to face.

When his platoon was required to patrol to get
information on enemy artillery positions, the
platoon leader had to pick the man who was
most likely to succeed. This required a patrol
leader who was well trained and experienced in
patrolling, The platoon leader picked the most
qualified man even though he had already used
him excessively. He based his decision on his
opinion of the difficulty and importance of the
mission. It is impracticable to say more than
that the decision appears to be correct. There
are, however, two other important features of
the platoon leader’s behavior which deserve
mention,

Before making his decision, he consulted with
his platoon sergeant to get his opinion on who
should be chosen. This was a wise action. Seek-
ing information and advice from his subordi-



nate leaders before making important decisions
improvesthe quality of aleader’s judgment.

After making his declsmn, the platoon leader
had a talk with the sergeant and explamed his
reasonsg for choosing him. By giving his
sergeant a reasonable, logical explanation of
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why he had been chosen, the platoon leader
made hig actions seem reasonableq-that is,
Dillon cotld more easily see that a 'proper deci-
sion had been made. Consequently, he probably

. was better motivated to accept the assignment

without grumbling and to do a good job.
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Private First Class Jones submitted a written
request for transfer to his company com-
mander. The company commander told him that
he would talk it over with Jones’ platoon leader
before deciding and would let him know in a
couple of days.

Having heard nothing about his request after
more than a week, Jones asked his platoon
leader if the company commander had dis-
cussed the request for transfer with him. The
platoon leader said that he had not been con-
gulted but that the company commander had
probably signed the request and forwarded it to
the personnet section.

When another week passed and still no word
was heard about the transfer, Jones asked the
company clerk about the status of the request.
The clerk said that the company commander
had disapproved the request and still had it on
his desk.

DISCUSSION

This situation concerns the handling of a
request for transfer by a company commander.
The decision is not of major concern in this
gituation. Normally, a recommendation for ap-
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proval or disapproval would depend on Private
Jones’ background, the extent to which the
platoon leader needed him, and the administra-
tive problems involved in transferring him.
There is not enough information in the situa-
tion to permit an evaluation of these factors.
However, there were several serious faults in
the handling of this situation.

First, the company commander failed to consult
with the platoon leader about Jones’ transfer.
This would have been desirable, first, because
the company commander said he would do so
and, second, because he could have gotten im-
portant information as to the advisability of
transferring Private Jones. A leader usually
makes a wiser decision if he consults his subor-
dinate leaders. Because of their past experience
and close eontact with their men, subordinate
leaders generally have a wealth of knowledge
and information which a ecompany commander
can use toimprove the quality ofhis decisions.

Next, the company commander failed to inform
Jones that he had decided to disapprove the
transfer. This was contrary to his promise to
inform Jones in a couple of days and kept Jones
in a state of doubt and indecision as to whether
he would get the transfer.

But, perhaps more important than this was the
company commander’s failure to communicate
his reasons for disapproving Jones’ transfer. If
he had legitimate reasons for wanting to keep
Jonesg in the unit, he could have produced better
acceptance of the disapproval if he had told
Jones what these reasons were. Knowing that
there were important reasons for the decision to
disapprove the request, Jones would not have
felt as bad about the outeome, and he probably
would continue to do a good job in his platoon.
By failing to state his reasons, the company
commander missed a chance to maintain Jones’
future work performance at g high level. As a
result Jones might decide to do only enough to
get by,

Finally, 2 weeks after the request was submit-
ted, the company commander still had not
transmitted the disapproved request for
transfer up through the chain of command. This
was an error because, in this case, the company
commander did not have final approval author-
ity. This failure placed him in an undesirable
position. If Jones had made a complaint, the
company commander would be wide open for
reprimand by his superiors for neglect in carry-
ing out his duties.



Specialist Fourth Class Phillips asked his
squad leader for a 10-day leave, stating that he
had not been home for a year and wanted to see
his family. His squad leader asked if that was
the only reason for his request, and Phillips
stated that it was. The squad leader told
Phillips that the squad could not spare him
right then because they had a field problem in a
few days which required maximum participa-
tion since the squad was already undermanned.
The squad leader further stated that he could
not recommend that Phillips be granted leave
until after the field problem.

A few days later, during the field problem, the
squad leader noticed that Phillips was not per-

forming in his usual way. While talking to

Phillips’ fire team about it, he found out
Phillips had a personal problem. The fire team
leader said that Phillips had gotten a letter
from his mother stating that his wife was run-
ning around with another man. He said that
this was the reason Phillips wanted leave. The
squad leader replied that he did not know about
Phillips’ problem and then talked to Phillips in
order to verify the reason he had requested
leave. After this, he told Phillips that he would
speak to the platoon leader about his leave
request.
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Several hours later the squad leader told
Phillips that he had talked to the platoon leader
and to the company ecommander about his

request and that he could start his leave the.

next day. The squad leader also pointed out to
Phillips that if he had problems like this in the
future, he should be sure to let him know so that
he could help him. He also told him to take it
eagy and not to get himself in any trouble while
on leave.

DISCUSSION

This situation was an incident of good squad
leadership and illustrates what one squad
leader did to help one of his men with a per-
sonal problem. Such problems usually lower
performance and morale if they are allowed to
go unresolved.

Initially, the squad leader was presented with a
request for leave from one of his men. This was
a request for some time off to go home to visit
hig family. On the surface, it appeared to be a
routine request, and its disapproval at this time
should have caused no problem so far as the
man’s performance and morale were concerned.
But, the need for leave was more urgent than
the man led the squad leader to believe,

When Phillips failed to present a more urgent
need for immediate leave, the squad leader de-
cided that he could reasonably wait until after
the field problem was over. Under the circum-
stances, this was a sensible decision; the squad
leader was more or less compelled to tell the
man that he would not recommend to the
platoon leader that leave be granted.

Note the manner in which the refusal was given.
The squad leader explained his reasons for
refusal and he also linked these reasons to
Phillips’ inability to provide a more compelling
reason for getting immediate leave. Under the
circumstances it seemed reasonable for the
squad leader to refuse, and it was important
that Phillips understand this, If he did, his
motivation to perform well in the future would
not have been affected.

If Phillips’ reason for going home had been as
superficial as it seemed, the outcome of the
situation would have been satisfactory. But
Phillips had not given his real reason; he had a
serious problem which he had not revealed.
Because of this, his performance in the field
problem began to suffer. Serious problems will
inevitably impair a man’s ability to do good
work.

While observing the squad training, the squad
leader saw that Phillips was not up to par. This
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was a “cry for help” by Phillips. The squad
leader noted it and immediately found out why.
He checked with Phillips’ fire team leader, and
learned Phillips’ real reason for wanting leave.
Phillips wanted to go home and straighten
things out with his wife, who was ““running
around” with another man. Apparently he had
been unwilling to tell the squad leader about
this problem; he probably was embarrassed.
Many will not talk about their problems because
they are either ashamed or afraid of the conse-
quences if someone else learns about them.

The squad leader’s next action was to have
another talk with Phillips who confirmed the
fire team leader’s report. He then talked with
the platoon leader and ecompany commander.
He decided that Phillips’ problem was suffi-
ciently serious to warrant immediate leave.
This was a wise decision because Phillips’ per-
formance in the field problem yery likely would
have been substanda;rd had he beep, forced to

coh o
i :
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continue. In fact, he could even have been a
liab#lity to his squad

Later, the squad leader told Phllhps that hls
leave had been granted. He also told Phillips to
inform him if he had probleins like this in the
future. This action served to explain why he had
not initially approved the request and pointed
out that he was interested in his men’s problems
and would help them if possible. At the same
time, he cautioned Phillips against getting into
trouble when he went home. Under the circum-
stances, this was appropriate.

The effect of the squad leader’s actions on
Phillips, and on the rest of the squad. as well,
can be predicted He will appear to be both
interested in maintaining high squad perform-
ance and willing to help his men out if they
have troubie Such conditions generally result
in a high deg’ree of. ‘cooperation between a leader
and his: men.




Captain Snow was the Commander of a rifle
company. In an effort to foster good communi-
cation between the soldiers of his company and
the chain of command, he frequently returned
to the company area after duty hours to talk
informally with his troops and keep abreast of
what they were doing. One night, Captain Snow
attended the post theater. The National anthem
was played prior to the movie, and all stood at
attention. At the conclusion of the Anthem, a
group of blacks gave the black power salute and
shouted, “We shall overcome!”

The next morning the first sergeant asked to
talk to Captain Snow concerning rumors that
were spreading throughout the company. The
first sergeant stated that some of the white

_soldiers were voicing resentment over the use of
the black power salute. They felt threatened
when blacks displayed the clenched fist accom-
panied with remarks such as “We shall over-
come.’

Captain Snow decided to talk to the company at
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the noon formation, In addressing the com-
pany, he stated that he viewed the black power
salute as a gesture of solidarity and recognition
among black people. Hefurther stated that these
symbols of racial pride often caused problems
because many consider them as threatening
gestures.

The clenched fist gesture, the normal hand sa-
lute, “Gary Owen,” and “Airborne—all the way”
are techniecally all symbols of brotherhood. The
clenched fist can be compared to the peace sign
used by many whites. When used, it normally
implies, “I understand” or “I am with you.”
Captain Snow stressed, however, that none of
the gestures should be used instead of the hand
salute and never as a part of an official func-
tion or ceremony. He added that he understood
the black’s thrust for racial identity but thought
that blacks should also consider the potential
effect such symbols might have on the other
members of the company.

DISCUSSION

In this situation, Captam Snow was faced with
a potential racial problem brought about by the
use of racial symbols and reactions to them. He
realized that the use of the black power salute
was causing resentment and misunderstanding
between black and white soldiers. This resent-
ment, if left unnoticed, could erupt into racial
violence. Captain Snow realized that although a
clenched fist can represent violence, it can also
represent unity. The company commander also
realized that any attempt to ban or prohibit the
use of the black power salute would probably
result in an even more serious problem. There-
fore, his actions in openly addressing the
subject to all parties concerned accomplished
several things: Communication between black
and white soldiers was reestablished; white
goldiers were informed that outward manifesta-
tions of racial pride should not be looked upon
as threats to their security; and blacks were
told that they should feel proud of their heri-
tage, but that their allegiance to the unit and to
its members should also be considered. Racial
pride is desirable, but it should not be demon-
strated to the extent that it causes friction
within the unit.
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Lieutenant Morgan had recently graduated
from his officer basic course and was assigned
as a platoon leader in “B” Company. At first,
LT Morgan was apprehensive about his first
leadership position, but during the next 2
months he steadily gained confidence in himself
and his abilities.

Lieutenant Morgan had encountered no serious
problems with the platoon until his platoon
sergeant, Sergeant Wood, reported that he sus-
pected PFC Wintergreen of possessing and us-
ing illegal drugs. Sergeant Wood stated that he
could not prove Wintergreen was using drugs,
but he felt certain that he was. Lieutenant
Morgan knew that Sergeant Wood was an ex-
cellent noncommissioned officer with many
years of experience in the Army. Therefore,
based on Sergeant Wood’s recommendation,
Lieutenant Morgan decided to conduct a shake-
down inspection of his platoon in an attempt to
catch Wintergreen in the possession of illegal
drugs.

On the day of the inspection, LT Morgan started
with PFC Wintergreen’s squad. He rapidly in-
spected the first three men in the squad, in-
specting only their field equipment and their
persons. When he came to Wintergreen, however,
LT Morgan slowly and thoroughly inspected his
field gear, his personal possessions, and his
person. He even searched under Wintergreen’s
bed. It was there he found four packets of heroin
and the implements to inject the drug.

Studies—10

Upon finding the drugs, LT Morgan stopped the
inspection and dismissed the rest of the
platoon., He accosted Wintergreen and de-
manded to know where he had purchased the
heroin. Under this questioning, Wintergreen ad-
mitted to using heroin and selling it to other
members of the company. Morgan then placed
Wintergreen under arrest and called the mili-
tary police,

Later, during PFC Wintergreen’s court-martial,
when the courtlearned ofthe facts, they granted
Wintergreen’s defense counsel’s motion to
suppress the drugs and paraphernalia as evi-
dence, to strike Wintergreen’s confession, and to
dismissthe case. Wintergreen wasreleased.

DISCUSSION

This situation is an example of what can
happen if an officer or NCO attempts to act in a
law enforcement capacity without proper
knowledge of the law. If LT Morgan had more
knowledge of the legal aspects of search, seizure,
and interrogation procedures, the case would
not have been mishandled. :

First, Lieutenant Morgan did not have “proba-
ble cause” to search PFC Wintergreen for drugs.
Mere suspicion alone, unsupported by concrete
facts, is not enough to legalize a search.
Sergeant Wood only suspected Wintergreen of
being a drug abuser. He could not cite facts with
which to substantiate his belief.

Morgan’s second mistake was in not conducting
a proper search, His excuse for searching Win-
tergreen was the “shakedown” inspection. This
is usually the most thorough of all Army inspec-
tions and is a good device for detecting con-
traband. However, such an inspection must be
thorough and complete and not a pretext to
search a particular person. It must also be of
broad scope, covering all aspects of unit readi-
ness, health, and safety. Lieutenant Morgan
divulged the true intent of this inspection by
searching the first three men superficially and
then conducting a long and detailed search of
Wintergreen and his equipment. He further re-
vealed his plan by curtailing the inspection and
dismissing his men after finding heroin belong-
ing to Wintergreen. This, plus the fact that the
inspection was based on a “tip-off,” would make
it extremely easy for a defense counsel to con-
vince the court of the illegality of the search.

Morgan’s final and most obvious mistake was
in not informing Wintergreen of his rights
under article 31 of the UCMJ prior to question-
ing him, Article 31 states—



No person subjeet to this code may interrogate, or
request any statement from, an accused ora person
suspected of an offense without first informing him
of the nature of the aceusation and advising him
that he does not have to make any statement regard-
ing the offense of which he is accused or suspected
and that any statement made by him may be used
as evidence againat him in a trial by court-martial.

The law further states that, if a confession is
obtained without informing the accused of hig

rights in the matter, the confession may not bhe

used as evidence against him in court. Thus, Win-
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tergreen’s confession was invalid and could not
be used against him. '

We can see how Morgan’s ignorance of the law
allowed Wintergreen to gain freedom. Had LT
Morgan better understood the law, he would
have helped himself by making a proper search
and seizure, helped the Army by apprehending
another drug trafficker, and—perhaps most
important of all—helped Wintergreen to free
himself of heroin addiction.
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him. As Gomez stood up to explain what they
were talking about, Jones struck him in the face.

\weidon HallfSPeaks

Privates Gomez and Sanchez were speaking
quietly over a cup of coffee in the snack bar.
Gomez was telling Sanchez that he has trouble
understanding what the drill sergeants were
saying in class. He also expressed concern about
his ability to do well on the end-of-cycle profi-
ciency test the following week. Sanchez said that
he lacked confidence and suggested they ask
some of the other goldiers to help them after
duty hours. Looking around the room, Gomez
noticed Privates Jones and Jackson watching
them with suspicious frowns. Turning to
Sanchez, he continued their discussion in
Spanish. During this conversation Jones and
Jackson moved to the table and wanted to know
what they were saying. Jackson wanted to know
why the two Mexican-Americans were not speak-
ing English and why they were talking about
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DISCUSSION

In this situation, Privates Jones and Jackson
assumed that Privates Gomez and Sanchez were
talking about and belittling them; this misun-
derstanding led to the fight.

Gomez and Sanchez were speaking Spanish
because bilingual people usually feel more com-
fortable using their native language—they find
it easier to understand and it serves as a common
bond between them. Many soldiers enter the
Army unable to speak or understand English
very well. This often presents problems such as
the incident that occurred above. Most people
are suspicious of those things they do not under-
stand, or with which they are not familiar.

The leader should encourage his soldiers that
have difficulty in speaking or understanding
English to attend on- or off-duty courses or in
order to improve their ability to speak English.
Many units assign sponsors to soldiers who have
difficulty speaking or understanding English.
This improves the man’s ability to communicate
and also enhances the morale and esprit of the
unit. Social and athletic events that bring sol-
diers in contact with each other in other than
duty-related activities will provide the basis for
everyone to get to know his fellow soldiers.

Leaders must recognize language-barrier prob-
lems and deal with them in a direct manner. A
leader can deal with them through involvement
and close supervision during and after duty
hours. Additionally, the leader must make all
this men aware of the following:

e Soldiers who speak different languages
are not less intelligent.

¢ Soldiers should not become offended when
they hear others speaking another language.
Bilingual men are an asset to the unit.

e Nobody should assume that, because he
cannot understand a conversation, it is about
him.



Sergeant West recommended to his platoon
leader, Lieutenant Hill, that the next day’s
training schedule be changed from care and
cleaning of equipment to platoon tactical train-
ing since the platoon had just completed a
detailed inspection of equipment and every-
thing was found to be in good shape. Lieutenant
Hill, in turn, made the recommendation to the
company commander, who granted permission
to make the change.

The following day at training, the company
commander commended Lieutenant Hill, in the
presence of Sergeant West, for his initiative in
making the recommendation. Lieutenant Hill
accepted the praise as if the recommendation
had been his idea.

DISCUSSION
A factor which affects soldiers’ satisfaction with
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their jobs is the extent to which they feel that
they are valued as members of the unit. The
leader can foster this situation, by seeing that
they are given recognition for good work. The
platoon leader should inform the commander
about the contributions and accomplishments
of his men.

In this situation, the platoon leader failed to do
this. He gave the company commander his
platoon sergeant’s suggestion for a change in
training as though it was his own. This was a
serious error. Soldiers who do outstanding
work and are valuable members of their units
earn rewards and prestige. Examples of these
rewards are consideration for promotion, con-
sideration for advancement to more important
jobs, ete. Also, the value of the man to the unit
counts heavily in determining the extent to
which his unit will support him if he ever gets
into trouble. The belief that his good perform-
ance and contributions to the unit’s effort are
recognized and valued by his superiors has both
a gatisfying and a motivating effect on a
soldier. In this situation, the platoon leader’s
appropriating the platoon sergeant’s suggestion
prevented the sergeant from getting the recogni-
tion that he should have had.

The platoon leader had a chance to rectify his
error when the company commander compli-
mented him on the quality of the idea. His
failure to do so at this time was especially
critical because it was obvious to his plateon
sergeant, and perhaps to the other NCOs, that
the platoon leader was getting credit for an idea
that was not his own. This is one quick way to
earn the distrust of one’s subordinate leaders
and to cut off the upward flow of ideas and
suggestions they can provide,

In summary, a platoon leader should give credit
to the soldier responsible for ideas when these
ideas work out favorably. He also must take the
responsibility for others’ ideas if he adapts
them and they have poor results. Unfair as this
may appear, it is vitally necessary for efficient
platoon functioning. :
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missinglaYmor ning

formation/,

This situation occurred when a company com-
mander was talking to his platoon leaders after
a morning formation, It concerns the actions of
the company commander in maintaining dis-
cipline in his unit.

Captain Giles asked Lieutenant Burns, “What
happened to Sergeant Murphy this morning?
He didn’t make formation!” Lieutenant Burns
replied, “I don’t know, sir, I haven’t talked to
him yet.,” To this, Captain Giles emphatically
gaid, “Well, this has got to stop. It's the second
time this month an NCO has missed forma-
tion.” Burns indicated that Murphy was a good
NCO and that he probably had a reason for
missing formation. At this, Giles exploded,
“Good record or not, the NCOs must accept
certain responsibilities. You certainly can’t
expect a man to be a good leader if he’s lacking
in discipline himself! Send Murphy to see me as
soon as he gets in.”

A short time later, Sergeant Murphy reported to
the company commander as directed and
started to explain why he was late for forma-
tion. Captain Giles interrupted, “What did I tell
you NCOs when I took command, Murphy?’
Sergeant Murphy replied, “Sir, you said if we
goofed up, you’d throw the book at us.” “It looks
like that didn’t make much of an impression on
you,” replied Giles. “Sergeant, it’s high time you
learned a sense of responsibility. I'm going to
recommend to the battalion commander that he
give you an article 15 and reduce you one
grade. We'll let this be an example to the rest of
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the company.” Sergeant Murphy said, “But, sir!
That’s not fair!” Captain Giles interrupted
again, “That’s all, sergeant; dismissed.”

Several days later the battalion commander,
Lieutenant Colonel Dunn, had Sergeant
Murphy report to him and advised him of his
rights under article 831, UCMJ, Lieutenant Colo-
nel Dunn told Sergeant Murphy that his com-
pany commander had recommended he be
reduced for being AWOL, and then asked why he
missed the formation. Sergeant Murphy ex-
plained that his wife was sick; he had to take
her to the hospital, and he didn’t get a chance to
call the company to explain his absence. The
battalion commander asked how his wife was
now, and Murphy said that she wasg all right
and would be getting out of the hospltal ina few
days.

Lieutenant Colonel Dunn asked, “Did you tell
Captain Giles  all this?’ “I tried, sir, but he
wouldn’t listen. He wants to make an example
out of this,” Murphy replied. Lieutenant Colonel
Dunn informed the sergeant that missing a
formation was a serious offense, but that in this
case he had a legitimate reason for being late.
He cautioned the sergeant to be sure to call the
company if he were delayed in the future. He
went on to say, “I'm not going to give you an
article 156. You’re doing a good job in the com-
pany and have a clean record! This is in your
favor. Usually I go along with my company
commanders’ decisions, but I'm going to make
an exception in your case. I am giving you a
verbal reprimand. You were absent from forma-
tion and you didn’t call the company to explain
why. This was wrong and you know it. Don’t let
an incident of this nature happen again. I'll
talk to Captain Giles about this, and I am sure
he will want to talk to you later: That’s all.”

Late?, while Lieutenant Colonel Dunn was dis-
cussing Murphy’s case with the company com-
mander, Captain Giles indicated that he was
unaware of the reason Murphy had missed for-
mation, and that the reason was unimportant.
He stated that he had stressed the importance of
being at formation numercus times and the
men knew they were supposed to call in if they
were going to be late, Lieutenant Colonel Dunn
replied, “That’s true, captain, he should have
called in, but I won’t go along with a demotion.
It's a pretty harsh punishment for something
like not calling in. I have given Murphy a verbal
reprimand because it seemed the reasonable
thing to do in this case.” “But, sir, this is going
to mean that I won't have any control over my



men at alll” Giles injected. Lieutenant Colonel
Dunn continued, **I don't think so, captain.
Murphy has a clean record, and he’s a good
man. He knows his case is an exception. Making
him an example might even make your men less
cooperative. I want you to understand that I'll
support you when you’re right, but you did
mishandle this. In the future, try getting the
facts first: then be alittle morereasonable.”

DISCUSSION

A company commander must administer appro-
priate disciplinary actions for performance
failures of his men. To determine which disci-
plinary action is appropriate, he must first
determine why a performance failure occurred.
Unsatisfactory performance is the result of a
lack of ability, inadequate motivation, or a
combination of both. Although in practice this
distinetion may be difficult, it must be at-
tempted, In short, the leader must check on
reasons for failure, including related or miti-
gating circumstances, and either take or recom-
mend, as the situation requires, the appropriate
corrective action. The company commander in
this gituation failed in this lmportant function.

The first thing to note is the Jcom%any c‘om-;

mandei’s attempt to mé,mtain d
ing fear ‘as the motlv*aéinlg
' perfomance e o

For example, when he assun}edfc ‘ he
unit, he told the men he would throw th ,_,book\at
them if they goofed up. Action of this.type
generally creates fear, resentment, and a lack of
respect for the leader. These reactions also re-
strict the men’s initiative, thereby making them
less able to perform successfully without close
supervision. That is, they will exercise little
initiative because they fear the consequences of
failure too much to risk doing anything except
exactly what they are told.

The company commander’s next mistake was
the use of inappropriate and excessive punish-
ment. As stated before, performance failures
result when men lack motivation or lack the
ability to perform well. Punishment is appro-
priate for motivational failures but not for the
ability failures. Ablhty failures should be dealt
with either by giving the soldier additional
training or by moving him to a position for
which he does have the ability to perform well.

In this situation, the company commander rec-
ommended a severe punishment for a failure
which was not caused by inadequate motiva-
tion. The failure to find out why the sergeant
missed formation typifies a leadership weak-
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ness commonly referred to as “going off half-
cocked.” It almost always results in embarrass-
ment for the leaders.

The failure to check the sergeant’s reason was
not the company commander’s only error. He
also ignored the man’s past record when recom-
mending punishment. This should always be
one of the first and most important econsidera-
tions when disciplinary action is being taken.
This information is a necessary aid in deter-
mining whether this performance failure should
be attributed to inadequate motivation or to a
lack of ability. In this case, the sergeant’s good
record indicates his failure is not to be attrib-
uted either to motivation or to ability but rather
to an unusual situation. Once he is past this
situation, his performance will in all probabil-
ity revert to its previous high level. In this case,
punishment cannot be expected to better the
man’s future performance, '

One factor contributing to the company com-
mander’s excessively severe action was his ex-
pressed intention to make an example of the
sergeant. He was probably trying to make the .
punishment 8o severe that no other company
member would dare miss a formation in ‘the
future.without first- calling in.: However, as so.
ofben happens when. fan; example is: made of a

! bheopumishment is too severe for the
#fens Thda idoes more harm than good:

Oﬁe’fﬂial pomt sl’tould ‘be mentioned Thé com:
pahy fommiander did hiot have the authority to
démote the sergeant himself. Reductions in
rank can be made only through courts-martial’
or other administrative action instigated by the
company commander, based on his own per-
sonal investigation. Such action requires the
presentation of evidence. However, the company’
commander had completely neglected to collect
any evidence that might be considered favorable -
for Sergeant Murphy. This was a serious ov-
ersight because the battalion commander was -
sure to inquire into this aspect of the case
before deciding what was to be done. In this
case, he found evidence of extenuating circum--
stances. Consequently, the company com-.
mander had put himself in a bad spot. He was
almost certain to be criticized for not getting
the facts in the case, and he ran the chance that
the battalion commander might not support his
recommendation.

There were several things the battalion com-
mander could have done. One would have been
to court-martial the man! However, for reasons -
already given, this would have been inappro-
priate. A second possible action would have
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been to dismiss the charges against the sergeant
entirely. Thig was not the most desirable alter-
native because it would have constituted a com-
plete rejection of the company commander’s
recommendation for digeiplinary action. This
in turn, would have undermined to some extent
the position of the company commander with
respect to his men.

The battalion commander’s decision was a
sound compromise. The sergeant was discip-
lined reasonably, and, as a consequence, the
company commander was supported to an ade-
quate extent. Most important, neither the
sergeant nor the other men in the company got
the impression that the company commander’s
future disciplinary recommendations would
not be supported by the battalion commander.
Thus, in a difficult situation, the battalion com-
mander took these proper actions:

1. He heard both the sergeant’s and the
company commander’s stories.. This. enabled
him to determine what. discigline was, neces-
sary, based on more complete nformation, Had
he not done this, he would have made the same
error as the company commander. '

2. He considered the sergeant’s record in
deciding on the appropriate discipline. By re-
lating his leniency to the sergeant’s good record,
he made a good record a worthwhile objective
for both the sergeant and the rest of the com-

pany. In effect, this made good performance a _

kind of insurance against the type of mistake
the sergeant made.
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3. He rejected the company commander's
recommendatiohs to take action against the
sergeant which might have resulted in demo-
tion. Demotion obviously was inappropriate. It
would have amounted to punishing the sergeant
because his wife became ill. Both the Army and

the man would have suffered.

4. He disciplined the sergeant appropriately
for not calling the company. Minor discipline
was warranted because the sergeant knew he
was supposed to call in when he was going to be
late but nonetheless failed to do so. This was
mild pressure to make him think of calling in the
next time a similar situation arose.

~ 5. He emphasized the fact that the sergeant
was an exception because of his good excuse
and good past record. By so doing, he both
maintained the sergeant’s motivation to do good
work and indicated that his policy was to sup-
port the company commander’s recommenda-
tgne, . . .
ry1-6, | He -eounseled: the company commander
abgut his incorrect. handling of.the problem
after/first determining whether or not the com-
pany commander had «checked. into the
sergeant’s reasons for failure. His critiquing
action followed his determination of the com-
pany commander’s ideas about the reasons for
failure. In the critique, he explained his rea-
sons for rejecting the company commander’s
recommendations and his reasons for the ac-
tion he did take. These actions were taken so the
company .commander would know what he did
wrong and why.

YRR



Sergeant First Class Roberts returned from
emergency leave and found out that during his
absence, Private First Class Jones had been
promoted to specialist fourth class. At his first
opportunity, he told Lieutenant Taylor, his
platoon leader, that he was disappointed be-
cause Private First Class Smith did not get the
promotion. He said that Smith had worked hard
for promotion and deserved it more than Jones.
Sergeant First Class Roberts further stated
that Smith was mad because he had not been
promoted and requested that Lieutenant Taylor
talk to him about it. Lieutenant Taylor re-
sponded, “No, sergeant, I don’t think that’ll be
necessary. If he feels that bad about it, give him
a 3-day pass and tell him he’ll be on the next
promotion list.”
DISCUSSION

A soldier’s performance indicates his ability to
do the work and his motivation to do it well. If
either ability or motivation is low, performance
ig likely to suffer. A soldier’s motivation to
perform depends primarily on: his conviction
that he can succeed if he tries; his belief that his
leader will reward him for good work; the value
he places on the reward; and his estimate of the
probability that he will be punished if he does
not try to perform.

Tothe leader, this means that his men’s motiva-
tion to perform is based on the relationship of
his system of rewards and punishment to their
performance. If the leader does not base re-
vards and punishment on performance, his
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men’s motivation will be low. This is so because
good performance will not be seen by the men as
the key to getting things they want and to
avoiding things they do not want.

The platoon leader in this situation committed
two errors. First, he did not reward Smith’s
good work performance appropriately, and, sec-
ond, he failed to anticipate the consequences
this failure might have on Smith’s future effi-
ciency and upon the platoon’s confidence in his
own leadership.

It is not clear whether the platoon had an
established promotion policy based on perform-
ance, If not, this was a flaw in the leader’s
procedure. Such a policy, announced and well
understood, would let each man in the platoon
know the standards by which he iz judged so he
can predict where he stands in terms of those
standards.

Lieutenant Taylor’s knowledge of his men was
faulty. He should have had up-to-date informa-
tion on all the men in his platoon, based on
systematic evaluation of their efforts derived
from close personal observation supplemented
by reports from his NCOs. '

Whatever the reason for Lieutenant Taylor’s
failure, it curtailed Smith’s motivation to
perform well on future assignments. Further-
motre, it was a blow to the platoon’s confidence
in Lieutenant Taylor's leadership.

If Lieutenant Taylor had understood how and
why Smith was likely to be affected, he could
have recovered Smith’s usefulness to the
platoon. He should have let Smith know that
performance was still the basis for reward and
punishment, that he was not responsible for his
own failure to get promoted, and that he was
still a valued member of the platoon. One way to
do this would be to talk privately with Smith,
commend him for his past performance, and
promise Smith that he would be put in for
promotion next time.

The platoon leader did not utilize his NCOs in
making an important decision. Decisions can
be made more intelligently by the leader if he
congults with them to fill gaps in his own knowl-
edge. Furthermore, the support he gives his
noncominissioned officers by consulting with
them on decisions is a determinant of the
amount of control they have over their own
subordinates. If squad members see that their
squad leader has influence with the platoon
leader, they will respect and obey him more
readily,
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This situation also entails an occurrence of
failure to use good advice from subordinate
leaders. As soon as the platoon sergeant saw the
platoon leader, he commented that Smith was
“mad” about being left off the promotion list
and suggested that it might make Smith feel
better if the platoon leader would talk with him
about it, This suggestion might have saved the
situation, had the platoon leader accepted it.

The platoon leader’s reaction to the knowle.dge'

that the incident had upset Smith was too
casual. The' k:nowledge that one of his" men' is
badly. upset about something should cause a
leader to act at once to learn the circumstances
and to attempt corrective measures. Giving
Smith a 3-day pass was a poor solution. Smith
could not have interpreted this as a reward for
his good past performance, He must, instead,
have resented it as an attempt by the platoon
leader to “smooth thlngs over. »




helnewjreplaceent

The company commander. informed LT Watson
that he was getting a replacement for his
platoon He further stated that: the man: had

been in trouble-in. “C’ Company; for: fighting

and was being reassigned within the'battalien.
LT Watson told the company commander«that
as long as the new man did his job and:stayed
out of trouble, he would get along fine.

An hour later when the replacement arrived, LT
Watson met him, weleomed him to the unit, but
indicated he was too busy to interview or orient
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him personally. He told his platoon sergeant,
SFC Jones, to take the man to the barracks,
asgign him to a squad, and gwe him some time
to get squared away.

Early the following day, SGT Brown rushed up
to LT Watson and said, “Sir, we're having trou-
ble with Smith, that new man SGT Jones put in
my squad! He started a fight with one of iy
men, and, when I broke it up, ie mouthed off to
me! I didn’t want to hit him, so I sent him over
to the orderly room. You had better go talk to
him,”

DISCUSSION

The manner in which a leader handles new
members of his unit determines to a large
extent their future performance in his unit. If
they do not know what is required of them or
have problems which interfere with their work,
they cannot reasonably be expected to perform
well, Further, if they are not properly oriented,
they may, under some circumstanced, impair
the efficiency of a smoothly functioning unit.

A _leader’s orientation of new men generally
consists, in part, of: getting backg-round infor-

‘matmn on them, their experiences, and their .

past trammg, explaining unit policies and
SOP; and maklng them feel welcome as
members of the unit. An interview and orienta:
tion of this tyfpe should be.conducted by the
leaders at all levels of the new men’s chain of
command (i.e., platoon leaders, squad leaders,
and fire team leaders). This will integrate new
men into the unit’s activities quickly and mini-
mize adjustment problems that might otherwise
oceur.
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1eimilitary,

drill’g

Sergeant Payne was drilling his squad in prep-
aration for the company drill competition that
was to take place on Friday afternoon when he
angrily shouted, ‘“All right, Harvey, what's
wrong this time? Don’t you know your left foot
from your right? Show me your right hand—
now your left. OK! At least you know your left
from your right! If you men would listen to the
cadence and stop looking at each other’s heels,
you wouldn’t have any trouble staying in step!
You look like a bunch of reeruits!” One of the
men inquired, “Sergeant, you aren’t supposed to
give a facing movement when we're at present
arms? You did . . .” The sergeant responded,
“At ease, back there! I’'m in charge here, and I
give the orders. Now, let’s try it again. You
might as well decide to do it right; you'll be out
here until you do!”

DISCUSSION

An important aspect of leadership is proper
critiquing. This is informing a unit about past
performance in such a manner that it improves
future performance. Critiquing must be con-
ducted in an unemotional, objective, and non-
punitive atmosphere. The degree of motivation
and the capability of a squad is determined, to a
great extent, by the quality of critiquing.

In this situation, which illustrates a poor
method of critiquing, the squad leader made
several serious leadership errors while eritiqu-
ing his squad’s drill.

First, in an emotional and degrading manner
he berated a man who made errors. Instead of
trying to find the source of the man’s trouble, he
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humiliated the man by making him demon-
strate, with the squad looking on, that he knew
his left hand from his right. This was a bad
technique for two reasons: If Private Harvey
actually was confused and unable to do better,
this treatment could have made the situation
worse by upsetting him further. The humilia-
tion would have made him feel as if he had lost
status with respect to the other members of the
squad. This will inevitably produce resentment
and loss of motivation in the man critiqued and
in others present because the same might
happen to them at some future time.

The squad leader also spoke in a derogatory
manner to his entire squad comparing them
with “recruits.” For the same reasons as those
given above, such action can hardly be expected
to have good results,

When one of the men tactlessly pointed out that
he had given an incorrect order during the drill,
the squad leader “pulled rank” rather than aec-
cepting the suggestion. Although this suggestion
could have been made more tactfully, negative
reactions of the type illustrated are never ap-
propriate. The men generally believe them to be
characteristic of leaders who are insecure in
their positions of leadership. Negative reactions
tend to be highly resented by everyone. Willing-
ness to admit errors, especially when they are
apparent to one’s men, is an important attrib-
ute of good leadership.

He also told the squad in a caustic manner that
they would drill until the performance was
“right,” This, in essence, was using prolonged
but needed training as a threat rather than as g
way to correct a weakness, The men would soon
regard the needed training as a form of punish-
ment.

In general, a well-calculated burst of anger is
appropriate only if it is clearly evident that the
men are performing badly because of a lack of
motivation to do better, This rarely is the case.
In this situation, the men have everything to
gain from doing a good job, and little to lose.
Unless antagonized by the supervision they are
getting, they probably are as interested in doing
a good job as their leaders are. When this is the
case, anger and threats are inappropriate and
improper.

The squad leader in this situation evidently
wanted his unit to win the squad competition,
Since they did not measure up to his standards
when he thought they could, he reacted emotion-
ally and belligerently. This would not improve
the men’s performance. It would only under-
mine theirtrust and respect for their leader.



In midafternoon Captain Swartz announced
that he was holding a weapons inspection the
following morning. Sergeant First Class
Parker, the acting weapons platoon leader, told
his men that he would like their platoon to be
the best in the company. He told them that he
had coordinated with the company commander
and that if they were in top-notch shape for the
inspection, the platoon would get a 3-day pass.

The next morning Captain Swartz inspected a
few weapons and told Sergeant Parker that,
from what he had seen, the weapons were in
good shape and that he could dismiss the men.
When the captain departed, Sergeant Parker
continued the inspection.

After the inspection, Sergeant Parker told his
men that it was the best showing the platoon
had made for an inspection and that he was
proud of their performance. He stated that there
were a few discrepancies, but since they had
worked so hard the night before getting things
ready, they could wait until Monday to correct
them. After telling his men that he had cleared
the 3-day pass with the company commander, he
dismissed the platoon for the long weekend.

DISCUSSION

A leader must provide rewards appropriate to
the work performance of his men. This may
involve verbal praise or concrete rewards or
both. Rewards should be proportional to the
amount of effort his men expend to earn the
reward. They serve to maintain the platoon’s
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motivation to perform and define in some meas-
ure the standards by which the leader judges
performance.

The leader’s actions in this situation were uni-
formly good. He set high performance stand-
ards for his men, promised a tangible reward
for meeting these standards, and provided the
reward.

Everyone likes to belong to a crack unit. The
platoon leader evidently was trying to build his
platoon into such a unit, as he said to the men,
“1°d like our platoon to be the best in the com-
pany this time.” :

Realizing that the job ahead would require a
special effort, the leader promised an appropri-
ate reward for good performance. In general,
the effectiveness of such promises depends on
the extent to which the men think the reward is
worth the effort required, and on the confidence
which they have to meet the standards and thus
earn the reward.

During the inspection itself, the company com-
mander inspected only a part of the weapons
and equipment, complimented the men on a job
well done, and left. Although men would rather
not have inspections, it is frustrating for them
to work hard getting ready for one and then not
be inspected thoroughly. If they have done a
good job, they want recognition for it, based on
careful inspection. They want the inspecting
officer to know they're good. They want him to
lock hard and find everything right.

The company commander’s action led to the
acting platoon leader’s next action, that of com-
pleting the inspection himself. This was a good
substitute in that it provided a factual basis for
recognition of good work the platoon had done.
It was not a completely equal substitute for the
commander’s ingpection, of course, but it was
the best thing the platoon leader could do under
the circumstances.

The acting platoon leader’s actions ended with
two different kinds of rewards, and something
“g little extra.” After the inspection, he praised
the platoon for its good work. This, when based
realistically on performance, provides the men
the needed recognition by superiors for work
well done. It is part of the infermal contract.
The platoon members lived up to their part of
the performance bargain, and in turn the
platoon leader took care of their needs. After
praising them for their good performance, he
provided the “extra” reward. Although he told
his men of the discrepancies noted during the
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inspection, it was with instructions that the
discrepancies need not be corrected until the
following Monday. Finally, although it required
coordination with his company commander, he
provided the pass he had promised, again relat-
ing this second reward to the platoon’s good
performance. This action probably had two
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effects. First, it demonstrated to the men that
their leader was willing “to go to bat” for them
when they did a, good job..Second, his ability to
get the pass for them demonstrated that their
leader’'s judgment was respected by the com-
pany commander. It is vital that men of a unit
have these convictions about their leaders.




Drill Sergeant Norton was moving his basic
training platoon to a bleacher site about 3 miles
from the company area for a class in target
detection. The morning was bitter cold, and
Drill Sergeant Norton checked his men before
leaving to insure they all were wearing their
jacket and trouser liners, After moving out, he
decided to double-time the men to the training
area to get them warmed up in the last half mile
of the run, the men began to straggle, and the
drill sergeant noted that he had sweated
through his trousers. He gave the men a break

and then put them in the bleachers for training. -

He then borrowed the instruetor’s jeep in order
toreturn tothe company to putondry clothes.

DISCUSSION

This situation shows how a poor decision, cou-
pled with a subsequent poor choice of action,
will jeopardize morale and the respect the men
have for their leader.

The incident oceurred in a typical training
situation during the winter months. The
weather was extremely cold, and the class for
that morning was to be held in outdoor bleach-
erg. The platoon members were dressed in heavy
winter clothing which was necessary for protec-
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tion against chilling during the long periods of
their “sit-down” instruction.

Men dressed this way must avoid overheating.
If a person so dressed engages in strenuous
activity, he will sweat profusely. Once jacket
and trouser liners are wet with perspiration,
they will stay wet for a long time. If worn
during a period of subsequent inactivity they
will chill the wearer as much as or more than he
would have been chilled without them. This is
what happened in this situation.

The drill sergeant’s bad decision was to double-
time his men to the training area. Dresged as
they were, they were undoubtedly as soaked
with perspiration as he was when they arrived
at the training area. It could be predicted that
as soon as they stopped moving, they would cool
off and subsequently become miserable.

Note the drill sergeant’s actions at the training
gite. After double-timing to the training area
with his men, he should, by then, have realized
that he had made a poor decision. He should
have marched his men, not run them. He also
should have realized that their consequent dis-
comfort would have an adverse effect on the
morning’s. training. If he had considered the
condition of his men as he should have, there
would have been at least two good actions he
could have taken.

He could have requested, through the company
commander, that this training be suspended for
the morning and that some other training be
substituted in its place. Although thiz might
have forced him to admit a poor decision to the
company commander, it would have been a
better action to take because it would have
prevented the morning from becoming a com-
plete loss. As it was, his platoon, after sweating
through their jacket and trouser liners, was
very cold and very likely, learned little from the
class.

In the event that suspending this training was
not feasible or that he did not wish to recom-
mend this, the drill sergeant could have either
had hot coffee sent out or brought it out in the
jeep himself, The coffee would have served as a
stimulant and replaced to some small degree the
body heat the men were losing due to their wet
clothing. Along the same line, he could have
instructed the men to build a fire and then
given them frequent breaks in which to move
around and get warm.

As it was, he did neither. Instead of trying to
help the platoon, he borrowed the jeep and left.
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The results of this action are easy to predict. = They probably considered this an abuse of rank
There is a good chance that his men thought he  privileges. As a result, their morale and their
was unwilling to stay and share their dis- respect. for'this leader probably suffered. °, *
comforts with them-—that he had #copped out.” o : . 3
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