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Introduction
Our
Army is made up of people, doctrine, organizations,
weapons, and equipment. It is leadership, however, that
brings all these together and makes them work.
The purpose of this manual is to help leaders operating
at the working level: companies, troops, batteries, squadrons,
and battalions. Those leaders include sergeants, warrant
officers, lieutenants, captains, and field grade officers. Therefore, the manual has three major uses:
• To help you learn what a leader must be, know, and do.
• To help you teach, coach, and counsel your subordinates.
• To help you develop cohesive, disciplined, well-trained units
that can win under the great stress of battle.
If you have the necessary desire, you can develop into
an increasingly effective leader. What must you do to develop
as a leader? What must you be, know, and do to lead the
soldiers in your unit? How can you motivate soldiers to serve
their unit and support the ideals of our nation? Careful study
of this manual will help you learn the answers to these
questions.
Good leaders develop through a never-ending process of
self-study, education, training, and experience. This manual
will help you go through that process. It provides a guide
for developing yourself, your subordinates, and your unit.
The best way to use it is to read a chapter or two at a
time, then discuss the points of those chapters with seniors,
subordinates, and others who are also reading the manual.
In time of war you must be able to inspire your soldiers
to sacrifice self-interest-possibly
to sacrifice their lives-to
carry out missions for the greater good of the unit, the
Army, and the country. To inspire your soldiers to fight for
higher motives, there are certain things you must be, know,
and do. These things do not come naturally, but are acquired

through continual work and study. The best leaders are
continually working and studying to improve their leadership. You can improve yourself as a soldier and as a leader
by studying and discussing this manual.
How can you develop your be, know, and do leadership
attributes? How can you become the kind of leader who can
make the right decisions and take the right actions even
under the enormous stress of combat?
First, you must have a mental picture of the demands of
battle on leaders and soldiers. Once you have this picturethis mental map to guide you-you will understand what
goals to set for yourself, your subordinates, and your unit.
Without actually being in combat, there is only one way to
get this realistic picture of what battle is like. You must
study what combat has been like for past leaders and troops.
The rigors of battle and human nature have not changed.
The fears, emotions, and motivations of soldiers of past battles will be experienced again by leaders and troops in future
battles.
The be, know, and do attributes of our leaders provide
the key to mission accomplishment, winning battles, and protecting the ideals of our nation. Our most threatening
potential enemies greatly outnumber us. They can oppose
us with huge numbers of soldiers, tanks, infantry carriers
artillery, airplanes, and nuclear weapons. Creative and
inspiring leaders ip is required to motivate our troops to
deter or defeat any military threat to this nation's security.
To give you a picture of the great demands of battle on
soldiers-leaders as well as troops-this manual begins with
two cases of soldiers in combat. These cases illustrate what
a leader must be, know, and do to lead soldiers in battle.

We
can learn much from studying past battles.
This is especially true when we look for the human
dimension in war-confidence, morale, courage-and
the leadership required to inspire these qualities of the
human spirit. The following case shows the human
side of small-unit combat. It reveals the attributes of
leadership required to deal with the stress of battle.

PAST BATTLE
As you read this case, focus on the following
questions:
• How did the leaders carry out their major responsibilities-accomplishing the mission while looking out
for the well-being of their soldiers?
• How did the leaders on both sides influence their
soldiers' courage and will to fight?
• What leadership actions caused one side to be
defeated?
• What leadership actions caused success?

through continual work and study. The best leaders are
continually working and studying to improve their leadership. You can improve yourself as a soldier and as a leader
by studying and discussing this manual.
How can you develop your be, know, and do leadership
attributes? How can you become the kind of leader who can
make the right decisions and take the right actions even
under the enormous stress of combat?
First, you must have a mental picture of the demands of
battle on leaders and soldiers. Once you have this picturethis mental map to guide you-you will understand what
goals to set for yourself, your subordinates, and. your unit.
Without actually being in combat, there is only one way to
get this realistic picture of what battle is like. You must
study what combat has been like for past leaders and troops.
The rigors of battle and human nature have not changed.
The fears, emotions, and motivations of soldiers of past battles will be experienced again by leaders and troops in future
battles.
The be, know, and do attributes of our leaders provide
the key to mission accomplishment, winning battles, and protecting the ideals of our nation. Our most threatening
potential enemies greatly outnumber us. They can oppose
us with huge numbers of soldiers, tanks, infantry carriers
artillery, airplanes, and nuclear weapons. Creative and
inspiring leaders ip is required to motivate our troops to
deter or defeat any military threat to this nation's security.
To give you a picture of the great demands of battle on
soldiers-leaders as well as troops-this manual begins with
two cases of soldiers in combat. These cases illustrate what
a leader must be, know, and do to lead soldiers in battle.

The Face of Past Battle
The fight at Little Round Top on 2 July 1863
between the 20th Maine Regiment and two Alabama
regiments-the
15th and the 47th-provides
a case
study of leadership and unit cohesion in battle. It gives
us a picture of leadership in one of the most significant
small-unit actions in the Civil War.
The 20th Maine marched more than 100 miles in the
5 days before the fight. On 1 July, they had just
stopped to bivouac when a staff officer galloped up
with orders to continue the march immediately. There
was no time to eat. The situation was urgent. A decisive battle had begun that day between General Lee's
invading Confederate Army and the Union Army at
Gettysburg, Pennsylvania. All Union Army units were
badly needed by the next day.
The soldiers would always remember that strange
night. A rumor ran through the ranks that the beloved
General McClellan was back in command of the Union
Army. A more incredible
rumor was that General
George Washington's spirit had been seen riding with
them on a white horse! Both rumors raised morale.
At about 0200 they stopped to sleep. At 0400-again
without food-they
continued their march, reaching
Gettysburg around noon. They were allowed to rest for
several hours.
The 20th Maine was one of four regiments in the
brigade commanded by Colonel Strong Vincent. About
1600, as the 20th Maine was moving to its assigned
defensive position, an officer rode up and spoke excitedly to Colonel Vincent. There was much gesturing
toward a rocky hill called Little Round Top. The
soldiers of the 20th Maine did not know it then, but
because of a series of mistakes, this key terrain was
unprotected.

General Buford's two cavalry brigades had been
defending it, but after taking over 50 percent losses the
previous day, they were allowed to withdraw. The Army
commander assumed that the cavalry commander would
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The soldiers of the 20th Maine watched as Colonel
Vincent gave orders to his staff, galloped to Little
Round Top, and disappeared into the trees. During the
15 minutes remaining before the Confederates attacked,
Colonel Vincent did an outstanding job of reconnaissance of terrain and selection and occupation of a
defensive position. His brigade followed him up Little
Round Top.
Colonel Vincent led the 20th Maine to its position.
He told Colonel Chamberlain, "This is the left of the
Union line. You understand.
You are to hold this
ground at all costS!"l
Chamberlain
quickly gathered his company commanders and stressed the importance of their mission.
He ordered them to move into a defensive line with the
right flank company firmly anchored on the 83d Pennsylvania Regiment and the left flank on a large boulder that he pointed to. He showed them the trace of
ground he wanted defended. He ordered them to move
into a line by using a battle drill maneuver to form a
defensive line two ranks deep. This ensured that all companies were tied in on their flanks and that a soldier
was ready to fight the moment he was in position.
After placing his regiment, Chamberlain's thoughts
turned to his exposed left flank. He studied the terrain
there, dominated by Big Round Top. The soldiers saw
him gazing intently at Big Round Top. They remembered past battles where he had shown a skill common
to all good combat leaders. He could study the terrain
closely, imagine the possible dangers, and take actions
in advance to guard against them.
He realized the disaster that would occur if the
enemy got around his weak left flank. So he ordered
Captain Morrill to take B Company toward Big Round
Top for 100 or 200 meters, screen the left flank, and
take appropriate actions. Captain Morrill positioned his
company behind a stone wall at the base of Big Round
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a cross fire had demolished the center of his line. The
color bearer and a single comrade were gallantly
defending the entire center. Chamberlain filled the gap
with his brother and an orderly.
The Alabama Regiments charged at least six times.
Chamberlain said that at times there were more of the
enemy around him than of his own soldiers. Squads of
attacking Confederate soldiers bayoneted their way
through the defenses, but somehow they were thrown
back by the determined Maine men. Many soldiers on
both sides were killed or wounded during this phase of
the battle. Chamberlain was wounded in the foot by a
flying shell fragment. His thigh was severely bruised
where a bullet had struck his sword scabbard.
A lull in the battle came after the sixth violent
charge. Chamberlain knew he was outnumbered and
that each of his soldiers had only one or two rounds of
ammunition. He then showed his ability to analyze the
important
forces in a situation
and to choose the
course that had the best chance of success. He learned
that the Confederates were forming for another charge.
He knew his unit, out of ammunition, would be overpowered by the superior numbers and firepower of
another Confederate assault. To withdraw would cause
the defeat of the Union Army.
His mind searched for a solution and it came. He
would fix bayonets and charge-not
for heroics, but
because that was their best chance for success. He
reasoned his unit would have the advantage of attacking downhill. Furthermore, the surprise and violence of
the attack might take the initiative from the enemy
and give the 20th Maine the psychological advantage.
That decision left Chamberlain with a tactical problem that the manuals did not address. He had to keep
the two halves of his regiment together. Therefore, he
ordered the left flank to charge first, anchoring its
right flank company in place.

When the left half of the regiment was abreast of
the right half, the entire regiment was to charge down
and to the right-like
a great swinging door-the right
flank company firmly hinged on the 83d Pennsylvania
Regiment.
After Chamberlain gave the order, young Lieutenant
Melcher leaped in front of his company, sword flashing
in the sun. Already under attack, the left half of the
regiment charged, driving the Confederates
before
them. When the left half of the regiment was abreast
of the right, Chamberlain strode forward, leading his
men down and to the right. The regiment was a raging
body, charging toward the Alabama soldiers 30 yards
away. Before the Alabamans could fire, the 20th Maine
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Round Top. They had not been able to see the 15th Alabama moving to attack Chamberlain's left flank. After
the 20th Maine's charge, however, the retreating Alabamans came into view. Captain Morrill's force started
firing into the flank and rear of the Confederates.
According to Colonel Oates, it was the devastating
surprise fire of B Company that caused panic in his
soldiers. They thought a large force of Union cavalry
was attacking their rear-even
though there was no
Union cavalry in the battle. Colonel Oates and his company commanders thought they were surrounded. He
ordered a retreat-each
man to break out as best he
could. At that point the two Alabama regiments panicked and ran. They did not realize that one more attack
could have started the entire Union line tumbling like
a house of cards.

C lonel Oates said later that General Lee was never
Ooseto victory as that day on Little Round Top. He
so cl
.
t th
I
said that he never knew a greater regImen
an
o
:h: 20th Maine, or a greater leader than their gallant
colonel.
The 20th Maine swept their brigade's entire front.
They wanted to keep attacking General Lee's whole
army. Some were yelling that they were "on the road
to Richmond.,,3 That Colonel ~h.an:berlain was. able to
stop them is a tribute to the dIscIplme of the umt. They
had captured about 400 prisoners fron: four different
Confederate regiments. The slopes of LIttle Round Top
were littered with hundreds of dead bodies-blue
and
gray. The 20th Maine started the battle with 358 riflemen; they suffered 90 casualties. Forty were killed or
died of wounds.
For a few moments, the fate of an Army and a
nation rested on the shoulders of 358 farmers, woodsmen, and fishermen from Maine. They were led by a
colonel who had been a teacher of languages less than
a year before the battle.
Colonel Chamberlain's
leadership at Little Round
Top demonstrates the kind of creative, thinking leadership we will need, at all levels, to succeed on the
modern battlefield.
It is important to trace the development of Chamberlain, his subordinate leaders, and the 20th Maine. They
came together
as a volunteer
regiment in August
1862-knowing little about war. They knew only that
someone was trying to break up the Union, and that
was unacceptable to them. Most had a deep belief in
the Union and in the ideals of America.
Initially, Chamberlain was the lieutenant colonel of
the regiment under Colonel Adelbert Ames. Ames had
won the Medal of Honor at the First Battle of Bull
Run. He was a professional.

Ames was a hard, fair disciplinarian and an excellent trainer. He led by example. He taught the officers
and NCOs how to be professional leaders. He set up an
individual training program called the school of the soldier and a collective training program, the school of the
company and regiment. He trained the trainers.
Every night after taps Ames gave Chamberlain a
special course in tactics. Together, Chamberlain and
Ames read and discussed books such as Jomini's Art of
War. Colonel Ames put the regiment through hundreds
of hours of dusty, complex battle drill so they could
function' as a team under the enormous stress of battle.
This paid off when they had to extend and protect their
left flank at Little Round Top.
The regiment fought in two battles prior to Little
Round Top, and the soldiers gained real respect for
Ames, Chamberlain, and their other officers and NCOs.
At Antietam in September 1862, and at Fredericksburg
in December 1862, the leaders led by example, heading
off panic through cool, imaginative thinking, giving the
unit real confidencf'
In April 1863, Colonel Ames was promoted to general and given command of a brigade. At that time
Chamberlain assumed command of the 20th Maine and
was promoted to colonel.
Between battles, the 20th Maine trained constantly.
Sound leadership, good training, and tough combat experience developed the unit into a cohesive, disciplined
regiment. By the time Chamberlain took command, he
and his subordinates were professionals. They had mastered the knowledge and skills required of soldiers at
that time. In addition, they had developed a consciousness of the regiment. They felt a part of something bigger and more important than themselves. Strong bonds
of confidence, trust, and respect made them a cohesive
unit that fought well throughout the war.

For his day of courage and skill at Little Round Top,
Joshua Chamberlain received the Medal of Honor. He
became one of America's most remarkable
soldiers.
Fourteen horses were shot out from under him, and he
was wounded six times. At Petersburg, leading his brigade in a charge on a strongly fortified Confederate position, he was severely wounded in both hips. General
Grant promoted him to brigadier general for his bravery-the only instance of on-the-field-of-battle promotion
in the war.
Five months after his terrible wound, Chamberlain
left the hospital against doctors' wishes and returned
to the front, barely able to walk or ride. From January
1865' through the surrender at Appomattox in April
1865, Chamberlain suffered terrible pain and seriously
weakened health. But his was a triumph of spirit and
character over the body. His heroic leadership during
the campaign in March and April 1865 led to crucial
Union victories at Quaker Road and Five Forks.
In the battle on Quaker Road on 29 March, Chamberlain was leading his brigade in an attack on the
Confederate defenses. A bullet passed through the large
muscle of his horse's neck, hit a metal mirror in his
shirt pocket, penetrated
the skin, followed his ribs
around to his back, and came out the other side of his
coat. Horse and rider slumped, bleeding profusely.
When he regained consciousness, Chamberlain saw
the entire right of his attacking brigade retreating,
about to panic. Hat gone, blood all over his chest and
head, he spurred his bleeding horse to the center of the
retreating troops-ordering
them to turn and attack.
Awed by his courage and will, they attacked and won
the battle.
That victory-made
possible by Chamberlain's leadership-seriously
weakened the Confederate position. It
was critical in leading to General Lee's surrender within

2 weeks. For his "conspicuous gallantry" on the Quaker
Road,
general. General Grant promoted Chamberlain to major
Grant chose Chamberlain
to command the special
honor division of veteran brigades formed to receive
the surrender
of arms and colors of General Lee's
Army at Appomattox. The 20th Maine was among the
units chosen for this honor. At the surrender, Chamberlain saw the once great Confederate Army, dejected in
defeat, starting to march past his division. Feeling
deep respect for the great Confederate soldiers, Chamberlain shocked the world by ordering his division to
present arms. This gesture of human compassion
sparked pride and an answering respect from the Confederates. Those who were there thought Chamberlain's
gesture a fitting end to the tragic struggle to save the
Union.
~:e:::::-::(.

Joshua Lawrence Chamberlain had the professional
values and character traits that we seek to instill in
to day's soldiers and leaders. He was tactically and
technically proficient. He was an expert soldier. He
understood human nature. He focused his attention on
accomplishing
his mission while looking out for the
well-being of his soldiers. He had the attributes of honorable character, professional knowledge, and inspirational
leadership
that are explained and illustrated in
this man
uaI.
We can develop leaders like Joshua Chamberlain in
Our schools and in our units. You can become this
kind of leader, and you can teach your subordinates to
be this kind of leader. This is your challenge and responsibility.

Why did the men of the 20th Maine fight so heroically? They were utterly exhausted and reeling from
heavy casualties. Why did they rise up and charge into
what seemed like certain death? The way of retreat
and safety lay open behind them. Sergeants did not
prod them forward with bayonets. Chamberlain
and
his subordinates
did not lead by coercion and fear.
Ponder these questions as you read about Bravo and
Charlie Companies in the next case, "The Face of
Future Battle."

FUTURE BATTLE
This case has a fictional setting-a
future battlefield. The characters
are fictional. They were developed, however, from real soldiers (officers, NCOs, and
troops). Events such as the panic and the heroic attack
are fictional, but are based on real events that have
occurred many times in history. All the leadership situations are based on factual incidents.
The major point of this story is that the human
dimension in battle-confidence,
morale: courage, will
to fight, and the leadership required to inspire these
qualities of the human spirit-have
not changed since
the beginning of warfare. In that sense you should
view this story as real. Its purpose is to give you a
clear view of leadership requirements on the modern
battlefield.
As you read
questions:

this

case,

focus

on the following

• How did the leaders carry out their major responsibilities-accomplishing
the mission while looking out
for the well-being of their soldiers?
• How did the leaders of Bravo and Charlie Companies influence their soldiers' courage and will to fight?
• What leadership actions contributed to the panic?
• What leadership actions contributed to the successful
attack?

The Face of Future Battle
At 0300 on 10 April, Major Jack Williams was awakened by the Chief of Staff's driver. "The Chief needs to
see you. Something about a panic down in the 1-383d."
Williams, Assistant Inspector General of the Division, raised himself to a sitting position and fumbled
for his flashlight. He dressed quickly and walked to the
Chief's tent.
The Chief sat behind a field table littered with messages. He had aged since the enemy attack at dawn
3 days ago. The first attack penetrated the division's
sector, but the division reserve counterattacked
and
pushed them back to the east. It appeared there would
be a lull of a day or two before the enemy would make
another move. Williams felt as though the war had
already lasted a year.
"Jack, I've got a job for you. We thought the 1-383d
was our best battalion. We put them where we expected
the main attack. As you know, that's where it came."
Using his situation map the chief explained what happened in the 1-383d.
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"They defended with A and B Companies forward
and C Company in reserve. All three companies dug in
on good positions. A and B Companies took the same
heavy artillery barrage; both survived with light casualties. The odd thing is this-Alpha
fought well and
held their ground, but Bravo panicked and ran at the
first sight of enemy tanks. They left a big hole in the
division line, allowing the enemy to penetrate 3,000 meters into our area before we could stop them.
"When it looked like the enemy might roll right over
the battalion, the battalion commander ordered Charlie
Company to move through a gap in' the enemy first
wave. They were to ambush the flanks of the follow-on
battalion before it could pour through the gap. Charlie
Company pulled it off. In about 10 minutes, they
destroyed some 30 percent of the enem8 tanks and infantry carriers, and then withdrew to friendly lines with
light casualties. Damndest thing I ever heard ofl Looks
like Bravo Company nearly caused a defeat for the division, then Charlie Company saved the day.
"I want to know why B Company panicked and
what to do about it. Get down there and find out exactly
what the battle was like. We've moved back up to our
original positions.
Ask the officers, noncoms, and
troops to recreate the battle. The key questions are:
What caused Bravo Company to panic? Is there a leadership problem? Why did Charlie Company fight so
well? What tactics did they use?
"The battalion
commander is Lieutenant
Colonel
Ross, but he is in the field hospital due to a concussion
he suffered from an artillery round as the battle ended.
The exec is missing, so the S3 is in charge until Ross
returns. The doctors say he'll be able to go back to the
battalion in a day or so, but we can't wait that long to
find out what we need to do. Go straight to the battalion. They know you're coming; so does the brigade commander. I expect they'll all cooperate, with the possible

exception of the B Company commander. When you finish there, inform Ross and the brigade commander of
your findings.
"Do your best to get the truth. Our success in future
battles may depend on it. Get the answers back to me
as soon as possible. Questions?"
"No, sir."
Williams and the Chief had worked together for
2 years. Williams understood what the Chief wanted to
know, and he knew how to get truthful answers. Riding forward to the battalion positions, he thought, "Any
officer or NCo who understands and respects soldiers
has no trouble learning the truth as the soldiers see it."
Williams found Captain Alden, the B Company commander, in his bunker. Alden gave Williams a defensive
look, resenting division for sending Williams to check
up on him. Trying to put him at ease, Williams asked
him to describe the battle.
Alden began hesitantly. "I didn't like the ground the
83 gave us to defend. He and I don't get along. He
gave me the worst company position, but I told the platoon leaders to do the best they could. Our battle position was several hundred meters forward of the others.
That exposed us.
"I had to put the antitank weapons several hundred
meters out on the flanks so they could get long-range
shots. The gunners were afraid when I gave them the
mission, but I told them to get out there and to quit
acting like cowards. I told them I'd court-martial them
if they didn't do well.
"I'm bringing formal charges against the two antitank section leaders who caused the panic. They fired
one round apiece, missed, and withdrew. The men on
the line saw them withdraw, and they panicked. That
caused a ripple effect, all because those damn gunners
didn't do their job!

"I tried to call the platoons, but the radios were
jammed. Artillery was falling everywhere. Tanks were
bearing down on us. Everyone thought it was time to
delay to the next position, but they weren't sure whIch
position to go to or what routes to take. The troops
were exposed, and we lost a lot of them. That made
things worse.
"I told them to recon the delay routes. I told them
not to start the delay without word from me. If we lost
radio contact, they knew the signal for delay was two
white star clusters. I ... " His voice broke. "I ... ah
... lost control for a moment. I just couldn't communicate. My squad leaders lost control. Th,ey're all weak."
Alden wrestled with his emotions. His face flushed;
tears started flowing. "The truth is, I haven't ever been
able to trust most of my NCos and troops or even one
of my platoon leaders. Most of the soldiers came off
the streets. They have street values. They're stupid. The
only way to lead people like that is by fear. That's all
they understand.
"I had good control of my company until five of my
worst soldiers complained to the 1G. They said I run
the company by threats and Article 15s. As a result of
those complaints, the battalion commander told me to
ease off on Article 15s. He told me to have 'leadership
seminars' with the sergeants and troops and to talk
things over with them! I tried that. All they did was
complain. It wasted my time. My mistake was easing
off on them.
"They'll only fight if they're more afraid of me than
the enemy. I failed because I haven't made them fear
me enough. I know my career is on the line. But if
Colonel Ross and the brigade commander give me
another chance, I'll get control. I'll make sure my company never runs again."
Williams thanked him, then went around the company talking to the platoon leaders, NCos, and troops.
Two platoon leaders who had survived the battle and
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From his interviews, Williams pieced together a picture of Alden as a leader. Captain Alden was hardworking and dedicated to duty, and he wanted an excellent company. Though his punishments were harsh, he
always tried to be consistent and fair. He was competent with the weapons and equipment. Outwardly, he
was the picture of a leader. His bearing and appearance
were always sharp.
But he did not trust anyone, so he tried to do everything himself. He knew tactics and planning, but he
never included lieutenants
or NCOs in the planning
,process. He was never clear in communicating
why
things had to be done. Captain Alden was not the kind
of man subordinates questioned; they just followed his
orders as they understood them. This caused confusion
and poor performance on field exercises. When things
did not go well, the captain would get furious and chew
them out. The end result was that Alden's subordinates
did not have much confidence in him.
Due to Alden's good qualities, he had presented an
effective leadership image to the battalion commander.
He would tell Ross that training had gone well, except
for "a few flaws that he would correct before the next
field exercise."
As Williams spoke with the men, he saw the fear
that still haunted their eyes. Their natural fears must
have been multiplied by the unit's history of poor training and lack of confidence in the commander! All those
failures in training had a devastating result: the troops
did not think the unit could fight and win. When others around them were hit, it was easy to convince themselves that the commander must have given the order
to delay. The radios were jammed. They probably told
themselves that they missed seeing the star clusters-if
their terror-seized minds thought of them at all.
The squad leaders and antitank
section leaders
shared a similar view of the battle. One antitank section leader's story aptly expressed their frustration. Sergeant Huckaby said, "I've known Captain Alden for
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about a year. My section always works with B Company. I've tried to change that, but none of the sections
want to work with this outfit. I'll tell you the way I see
it, Major. Court-martial me if you like, I've had it with
Alden! He doesn't respect soldiers. He thinks we're all
stupid people who have to be led by fear. He's acted
that way on every training exercise. I could take it before the war, but I'm not risking my life for that man
now. He takes away a man's pride and self-respect, and
without that a man ain't no man or no soldier.
"I tried to tell him he was puttin' my section on bad
ground, but he wouldn't listen. He thought I was afraid
to take my men out a few hundred yards. He told me,
'You shut up and go exactly where I tell you, and stay
out there and fight till ordered in, or I'll have you courtmartialed!' I was so angry I was shaking. He probably
thought I was shaking from fear. I took my men to the
exact spot he gave me. We could get a shot at 2,000 to
3,000 meters, but there were some rolls in the terrain
not shown on the map. They were just enough to block
a target from view momentarily, so we couldn't track
for more than 5 or 6 seconds on the main tank
approaches.

"We probably missed our first shots because we were
scared when we saw the tanks. We got even more
scared when we remembered that Alden always forgot
to order us back in training. And he didn't like us anyway. After we missed those tanks, we couldn't think of
anything
but getting back. That's what we did. We
almost got cut off anyway. We never got the word to
come back. He forgot. He left us to die out there! Now
Captain Alden says I'll be court-martialed for cowardice
and starting the panic."

Williams had seen troops go through this before
because of the way their leaders were treating them.
But, before the war, leaders could control the situation
through the fear of punishment. In war, however, the
fear of death or of being wounded is greater than the
fear of punishment from a leader one does not respect.
He wondered how many other soldiers in B Company
were near rebellion. He smelled a potential mutiny in
B Company. He could see it in the eyes of Huckaby
and others.
Williams told Huckaby that he had the makings of
a good leader and to keep his cool. He told him to use
his influence to encourage
others to do the same.
Williams said he would look into the court-martial
charge. Huckaby eyed him skeptically. Soured by his
experience
with Alden, he suspected
all officers.
Williams might be sincere, but he might be just a
phony, without the guts to do the right thing.
Williams spent time with one or two men from each
squad. The soldiers of the line were candid. They were
not guarding
careers.
By talking
to the troops,
Williams got closest to the real face of battle. A soldier
named Neal from West Virginia told a story that was
confirmed by others.
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Williams tried to calm Sergeant Huckaby. He saw in
him the potential for real leadership, the kind B Company needed. But Huckaby was filled with a boiling
resentment and rage. The stress of battle and Alden's
treatment had brought him very close to rebellion.
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"My platoon was in the center. The position looked
OK, but we had doubts when we heard Captain Alden
say that the S3 gave our company the most dangerous
position. We were scared anyway from all we had heard
about enemy tank attacks.
"We've just never done well in the field, and everyone knew it. It bothered us some, but not too much,
'cause we really didn't expect to go to war. Anyway,
some NCOs and officers tried several times to tell Captain Alden tactfully that the company had serious problems, but Captain Alden would not listen. After that,
everybody just let it go except for the five guys who
complained to the IG. Captain Alden nailed those guys.
Word got out that he thought those soldiers were disloyal, and anyone who went to the IG would pay. Those
guys' going to the IG didn't seem to do any good, since
the captain wasn't breaking any regulations.
"Anyway, this was it. We could hardly believe we
were on front-line positions in a real war. We didn't feel
ready. We started to imagine all the tHings we had
heard about-wave
after wave of tanks. I was thinkin'
about gas and nukes, and the lieutenant said we might
be on the enemy's planned breakthrough point!
"We started talking about all that. Someone asked
the lieutenant if he was scared, and he said, 'No, calm
down.' But we could see in his eyes that he was, like
the rest of us. He knew how screwed up the company
was. We worried about how we would take care of each
other if we got wounded. We knew we hadn't had good
training
in chemical warfare.
We knew that we'd
screwed up every time we tried to defend and delay in
training, when one of the other companies played the
opposing force and attacked us. We remembered how
poorly we'd done on individual marksmanship and live
fire and maneuver. These things went through my mind
all at once. My knees hurt. My heart pounded. My
stomach got weak. My brain hurt. Maybe others felt the
same, I don't know.

"Then the shelling started. My buddy's neck was
torn open by shrapnel. Blood spurted all over me. He
thrashed around in the bottom of the foxhole like a
dying chicken. He died in about half a minute. We'd
been together since basic.
"I couldn't even see the enemy. It was first light
then, and foggy. Shells landed everywhere. I didn't
know whether or not to put on my mask. I thought I
might be dying from gas and not knowing it. Somebody in the next position yelled that he heard some of
our tracks heading to the rear.
"We couldn't call our squad leader. We had no radio,
and the telephone wire had been cut by artillery. We
couldn't get to his position 'cause of the artillery fires.
He was a hundred meters away. It sounded like his
track
was cranking.
We thought
the company
commander had ordered the delay.
"Then we caught a glimpse of five enemy tanks
about 1,000 meters away. Everyone in our squad ran to
the track. Somebody said our withdrawal route would
be cut off soon. Suddenly there was a horrible explosion just outside the track. Several men inside were
badly wounded from concussion. Someone looked out
and said two men were lying in a pool of blood
10 meters away.
"I yelled to stop and help them. Someone else yelled,
'Hell no, we'll all be killed, drive the hell out of here!'
We drove to the rear. I don't know how long we drove.
All I could think of was gettin' outa there. I learned
today that one of the men outside the track was another
good friend. Maybe I could have saved him. I was a
coward. I almost killed myself when I found that out,
and it's driving me crazy now. I can't think about anything else!" Neal broke into sobs, trying desperately to '
control his crying.
Williams put his hand on Neal's shoulder and said,
"It's all right. Don't feel guilty. You're no coward. Next
'time you'll fight bravely, The people in this company
need you."

As Williams drove off from B Company, he knew
something had to be done quickly about that unit. What
little confidence they had in their leaders and in themselves when they went into battle was lost. An atmosphere of fear and despair paralyzed them. The next step
might be mutiny.
At battalion headquarters, he found the commander
back from the hospital; he related the whole story. Ross
listened carefully. Williams concluded by saying he
would provide the results of his inquiry to the brigade
commander and to the Chief. Ross was deeply disturbed
by Williams' report. Seeing its truth, he was angry at
himself for not recognizing how serious the situation
was in B Company. Ross knew that he was largely
responsible for the panic, for the deaths and maimings
in B Company, and for the breakdown in the defensive
line.
To Ross, Alden had always seemed to be a sharplooking, competent, dedicated young officer. The performance of Alden's company had always seemed satisfactory. Ross had never actually lived with B Company
in the field, so he had not realized how poorly trained
they were.
Ross thought a moment before replying to Williams.
He engraved upon his mind the lessons he had learned
from this situation. He looked at Williams with sadness
in his eyes. "Jack, tell the Chief I am largely responsible for B Company's situation. I had no idea it was so
bad there. That's inexcusable
on my part. I'll take
action to ensure that it doesn't happen again. I knew
Alden was hard and distant
from his men, but I
thought he was respected, and I thought the unit had
discipline. I've got to have a talk with the brigade
commander about how to rebuild B Company."
Williams moved on to C Company. He found a different atmosphere there. Fighting positions were wellsited; weapons were clean, lightly oiled, and in position.

Everything was camouflaged. Leaders at all levels were
busy reconnoitering, planning, issuing orders, checking
positions, or looking out for their soldiers.
He found the company commander beside his command track, with his platoon leaders. They were finishing a discussion of the situation, going over contingencies, and planning accordingly. Significant to Williams
was the look in the eyes of the soldiers. It indicated
determination
and confidence in themselves, in their
leaders, and in each other.
Captain Jeff Randall, the company commander, was
of medium height and build. He moved with the easy
grace of an athlete. Otherwise, his appearance was not
remarkable. He radiated a quiet competence. Williams
watched Randall ending the discussion with his platoon leaders. He wondered what had enabled this
average-looking captain to lead an attack that saved
the division. What a remarkable achievement!
Williams knew that few units had effective leader
and soldier development programs that focused on mental and character development as well as technical
skills. Nearly all the problems he found as an IG could
be traced to poor leadership beliefs, values, concepts,
and methods.
Williams caught himself in the midst of these
thoughts. This line of thinking would do his division
no good now. He turned his attention
to Captain
Randall, who had just dismissed his platoon leaders.
He asked Randall to relate the details of the battle.
Randall told the following story: "We started off in
reserve. We had several messengers at battalion. Thank
God for that. The radios were jammed most of the time,
and the telephone wire was cut by artillery. We got
word that B Company panicked and withdrew without
permission early in the battle, but that A Company was
holding off a large force.
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"The battle had been going on for about 15 minutes
when one of my messengers from battalion roared up
with a message from Colonel Ross. It said, 'ENEMY
BN ON HIGHWAY TEN, 15 KM FROM FEBA. EXECUTE PLAN BLUE. ONE PLT OF ATK HELICOP'TERS WILL SUPPORT. AI0'S WILL SUPPORT.
MINES WILL BE FIRED BY ARTILLERY TO FRONT
AND FLANKS OF ENEMY KILL ZONE.' With the message were copies of an overlay showing our route, the
location of the enemy battalion, and the route it was
taking. I looked at my map to locate the enemy.
"I knew the battalion commander had received the
enemy information from G2, and it was very recent.
Based on our rehearsal, I knew we had less than
20 minutes to get in the ambush position. We cranked
and moved out ASAP.
"We pulled into position in 15 minutes, two platoons
of mechanized infantry and two platoons of tanks. I
immediately radioed our exact location to the battalion
S3. The mines were fired in. We set up on a wooded
ridge overlooking the road, about 1,500 meters from the
road. I planned for the tanks and infantry to stay
behind the ridge until scouts reported targets in the kill
zone. Once I gave the order to fire, the tanks and infantry would move up and fire, then back off, shift laterally, move up and fire again.
"About 5 minutes after we arrived, the advance
guard of the enemy battalion appeared. I informed the
S3 so he could notify the attack helicopters and AI0s. I
could clearly see a column of tanks and infantry carriers rolling right into our ambush. When their lead vehicles hit the mines, I gave the order to open fire. A little
later, attack helicopters and Air Force A10s attacked
out of nowhere. The rear portion of their column tried
to flank us, but they ran into the fires of attack helicopters, A10s, and mines. The front of the column tried
to push forward, but disabled vehicles blocked them.
Then they tried to charge us; but we had the good

~------, ~m.<-lTney-ran-in:to mines. Each of our tanks
and antitank weapons got in about two hits. The whole
battle lasted about 10 minutes.
"I ordered withdrawal, by radio, and fired a star cluster, our signal for withdrawal.
We took off on our
planned withdrawal route. On the way back, by chance,
we ran first into an enemy regimental artillery group,
then into a command and control headquarters. In each
case an enlisted vehicle commander started a company
attack battle drill. Each attack lasted about 2 minutes.
We radioed the locations to battalion so they could fire
artillery on them. We got back behind our forward companies within 20 minutes of breaking contact with the
enemy regiment. Five men were killed and eleven were
wounded. We lost two tanks and three infantry tracks.
"The battalion commander ordered us to a battle position on the flank of the enemy penetration. We got on
good ground and attacked the flank by fire. The division reserve blocked them frontally.
The enemy
withdrew in confusion. That was about it."
Williams was fascinated. Randall's account raised several questions. Why did the men of C Company fight
so bravely and effectively? What caused the difference
between C Company and B Company? One company of
a battalion fought with courage and will; another ran
in panic at the first sign of enemy tanks. Why?
Williams resolved to find the answers.
He asked Randall his views on leadership and the.
methods he used to develop his subordinate leaders and
soldiers. The question surprised the captain. After thinking a minute he began to talk. His answer was choppy
at first, but as he talked his thoughts
flowed. He
evidently had read and thought a great deal about
leadership.
Randall said:
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"The leader has to focus his attention
the mission while looking out for the
soldiers. What's important is how he
the unit to work together to do that. I

think there's potential for good and evil in everybody.
One big job of a leader is to suppress the bad, bring
out the good, and then apply that good to the mission.
"I think soldiers basically want to do a good jobespecially when they respect and believe in their leaders. If they respect the leader as a person, they'll want
his respect and approval. They're then motivated to follow the leader. They know they'll gain the leader's
respect if they do their duty to the best of their ability.
"I believe it's essential for leaders to talk with their
soldiers. For the past year, I've talked to at least one
group of eight or so soldiers a week. One week I talk to
privates, another week to E5s or E6s, sometimes to a
squad. That way I find out their thoughts about how
to improve the company, what they see as right and
wrong, and what their concerns are. I'm constantly looking to improve the company, and these talks help identify and solve problems. Often I learn about misperceptions, and then I can correct them on the spot.
"1 also do a good bit of teaching in these discussions. We talk about the real meaning of duty. Most of
the men want to do their best for the company, the
Army, and the country. That includes initiative to do
the right thing in the absence of orders. SP4 Jenkins
and Sergeant Johnson took action on their own to
enable us to attack the enemy artillery group and the
enemy command headquarters. Leaders have a strong
influence on the development of values and character
in their subordinates-if
the leaders are respected and
if they're good at teaching, coaching, and counseling.
"Of course, well-planned, continuous training is crucial. Our leaders constantly take notes on what goes
right and wrong in training or in battle. We have leadership and training
talks on these notes and plan
actions to correct weaknesses.
"We believe in knowing each soldier well. I've commanded this company for a year. We have a program
where I talk to each man in the company for 30 minutes.

I ~nly ha,:,e, tir.ne to talk to about five men a week like
thIS, but It s mvaluable. I find out what they think
about the company.
I also counsel them on any
weaknesses observed.
"~ believe a le~der must constantly develop his leader.ship team. Dunng the past year, I've had daily talks
wIth my. p~atoon l~aders and platoon sergeants. We discuss trammg: mamtenance, leadership, and where we
need to go wIth the company. About once a month we
have a leadership discussion with all company leaders
down to the fire team.
'
"We're a family, a leadership team. We believe in
and tru~t each other. Leaders must develop an atmosphere wIth strong bonds of trust and respect-among
troops,. between troops and leaders, and among leaders
at vanous levels in the unit. You get these bonds from
tOUg~ training, sharing experiences, and a great deal of
talklI~g and t~ac.hing. These bonds are the basis of
cohesIOn and dIscIpline.
"I think training, tactics, and leadership flow together. They're not separate. Good leaders must know their
weap?ns and equ.ipment and tactics. But this knowledge IS wo.rthless If a leader can't motivate soldiers. It's
worthless If the troops don't trust the leader.
. "We con~nual~y teach subordinate leaders about thinkmg, planmng, Implementing,
and motivating.
They
understand these concepts and the methods that flow
from them.
"A good leader and trainer understands
human
nature, why soldiers fight, and how people learn. He
knows h?w t? ~each and how to solve conflicts. He's
goo~ at IdentIfymg and handling many problems. ProfessIOnal values, such as duty and the character to carry
them out under great stress, are his foundation. Character. allows. a leader to control his emotions and to do
the ;Ight thmg under great stress. Otherwise, the leader
can t ~et a cool example to calm the fears of his
subordmates.

"A leader must continually teach everything I've just
mentioned. If I had to put my leadership philosophy in
one sentence, I'd say this: If leaders and troops have
the right professional beliefs, values, character, knowledge, and skills, they will do the right thing under the
tremendous stress of battle."
Williams said: "I don't know where you learned
those things, but I agree with you. I'm interested in
what caused the success of your company. Your attack
was the turning point of the battle. It looks like your
company totally disrupted the enemy follow-on for?es,
permitting the division to r~pel the enemy pene~ratI.on.
That success gave the diviSIOn confidence and mspIration. You should be proud of your outfit. You and your
soldiers have sure earned my respect."
Captain Randall arranged for Major Williams to talk
to the first sergeant, platoon leaders, platoon sergeants,
some of the squad leaders, and many of the soldiers.
Williams found the interviews fascinating. He asked the
same questions in each interview. What happened? Why
did the unit fight so well?
All the leaders used Randall's approach to leadership. They stated it differently, but they held common
beliefs about the values, character, knowledge, and
skills of leaders and soldiers. They told him that they
often discussed leadership, training, discipline, and
teamwork. They used similar methods for developing combat effectiveness. This had not been mandated by the
commanding officer, but developed through frequent discussions and training. The weekly training meetings
helped them come up with an overall concept of leadership and a set of training
methods for developing
leaders, soldiers, and the squads and platoons of the
company.
The comments of one squad leader summed up the
thoughts of the other leaders. Sergeant Wills said: "The
most important thing in the success of this company is
the company commander. He's not perfect. He's got
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other. Then our statistics got pretty good. I guess our
attack on that battalion is a pretty good statistic, the
kind that really counts. Wouldn't you say so, Major?
"The main thing about the Captain is that he's
taught all his leaders how to lead and train. And, you
know, if the Captain gets wounded, it's not all over for
this company. We're a family. The XO, the first sergeant, the platoon leaders, the platoon sergeants, and
the squad leaders are all good leaders like the Captain.
He tries to teach us to be as good or better than he is.
I've taught my men. I have team leaders and some soldiers that could be as good a leader as I am, or better,
because we've worked at it.
"We're willing to die for each other and for the company. That may not be true for everyone, but it is for
most. That's why we were willing to go out there to
take on that enemy battalion.
We knew we stood a
good chance of not coming back, but there was never
any question of whether we'd follow the Old Man. He
doesn't always do what we want, but he does what he
believes to be right."
Williams talked to many of the soldiers, asking each
why he had fought. There was a common thread in
their answers. Specialist Jones said it best. "Basically,
sir, we fought well because we're well led by our NCOs
and officers. Every man in this company respects the
way the Old Man and the other leaders work together.
The Captain talks to us; we understand him and believe
in him. Our leaders have taught us the meaning of
duty.
"Sure, we were scared, but we knew our leaders
would look out for us as best they could. They always
have. Nobody here wants to die, but that's not the
point. The point is each guy believes in doing his job
as well as he can. That's why we fought so well.
"I'll tell you something else, Major. I don't know
exactly how to say it, but it's damned important to all

of us. Our leaders treat us with real respect and really
care about each of us. They always go to bat for us if
we're gettin' a bad deal.
"About 6 mo~ths ago my buddy, Specialist Kellett,
wanted to reenlIst as a mechanic. Kellett loves the
Army. He'd done a good job as an infantryman. But
Kellett had been a mechanic in civilian life and he
loves that kind of work. He wanted to ree~list and
make a career in the Army as a mechanic. He was
damn good-always fixing company vehicles. Some lieutenant at division said that Kellett couldn't reenlist as
a mechanic because that MOS was temporarily overstrength.
"Capt.ain Randall had Colonel Ross personally make
an appomtment for the Captain and Kellett with the
AG. The Captain took Kellett and explained the whole
case to the AG. The AG made some calls to DA and
got an exception to policy. Kellett reenlisted
as a
mechanic. Our officers and sergeants do things like that
for us all the time. When a leader cares for you like
that, you really want to do a great job for him.
"One other thing, Major, about the soldiers in this
company. When the officers and sergeants are around
we follow their orders 'cause they know their stuff:
When for some rea,son they aren't around, each man
knows he's got to figure out and do what his leaders
would want him to do. That's why we nailed the
ene~y :egimental
artillery group on the way back.
SpecIalIst Jenkins'
team was on flank security. He
spotted t?em at close range and opened up. When he
opened fIre, that automatically caused the rest of the
compa~y to execute battle drill for right flank contact.
We naIled 'em!"
After Major Williams left C Company, he visited
Colonel. Ross again to brief him on the interviews. He
emphaSIzed the leadership attributes of Captain Randall
and ?is subordinates. He told Ross of the many acts of
heroIsm that should be recommended for well-earned
medals. He also stopped at brigade headquarters and
gave a verbal report to the brigade commander.

On his flight back to Division Main, Williams
reflected on his findings. He started to think through
the written report that he would give the Chief. "The
main finding on B Company is that it collapsed and
ran because of lack of confidence and low mon~le. Po?r
training had failed to produce necessary cohesIOn, dIScipline, morale, and will to fight. The evidence i~ cle.ar.
The chain of command should conduct an investIgatIOn
to determine Captain Alden's competence as a. leader
and to determine if Captain Alden's charges agamst the
antitank gunners have a basis in fact.
"C Company fought heroically, primarily because of
the great leadership of Captain Randall and his subordinate leaders. They know how to think, plan, communicate and motivate. They have the right professional
belief~, values, character, knowledge, and skills. Those
have been transmitted
to their soldiers. The leaders
have created a climate in which the troops and leaders
believe in themselves, in each other, and in their mission. All this has developed a cohesive, disciplined,
combat-effective unit. That's the quality of leadership
we must develop in the Army today, and the days to
come!" He got out of the chopper and walked toward
the Chiefs tent.
As he neared the tent, he heard the tremendous roar
and staccato sounds of a rolling enemy artillery barrage. He looked back toward the front and saw ominous clouds of dust rising in the area of the forward
brigades. For a brief moment he hoped and prayed the
Army had enough Randalls
and companies
like
C/1-383d to stop the enemy again.

This chapter presented two cases of battle-"The
Face
o~ Past Bat.tle" and "The Face of Future Battle." They
gIve you pIctures of a poor leader and good leaders.
They should make you think about the questions you
must answer to lead soldiers in battle. How can I de,:elop my own leadership attributes? Why do soldiers
fIg~t? Wha~ causes cohesion, discipline, and the motivatIOn to. fIght bravely against seemingly great odds?
W~at behefs, valu~s, character traits, knowledge, and
~kIlls must I have If I am to lead soldiers successfully
In battle?

A Concept
of Leadership
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Keep asking yourself these questions. They are the
threa.ds weaving this manual together. The next chapter gIves you an overall leadership concept of what a
leader. must be, know and do if he is to lead soldiers
well-In peace and in battle.

This
chapter discusses the principles of leadership,
defines leadership, explains the factors of leadership,
and provides an overview of what a leader must be,
know, and do. Its purpose is to provide an overall concept of professional leadership. The traditional principles have long been the cornerstone of our leadership
doctrine. These principles, the factors, and the be, know,
and do attributes provide you the fundamentals of leadership and a framework for developing yourself, your
subordinates, and your unit.

PRINCIPLES
The traditional principles of leadership are excellent
guidelines. This manual explains what you must be,
know, and do to apply these principles. In the process
of explaining and illustrating all of the be, know, and
do attributes,
this manual provides you with many
examples of how to apply the principles.

This chapter presented two cases of battle-"The
Face
o~ Past Bat.tle" and "The Face of Future Battle." They
gIve you pIctures of a poor leader and good leaders.
They should make you think about the questions you
must answer to lead soldiers in battle. How can I develop my own leadership attributes? Why do soldiers
fight? What causes cohesion, discipline and the motivation to fight bravely against seemin~ly great odds?
W~at beliefs, value.s, character traits, knowledge, and
skIlls must I have If I am to lead soldiers successfully
in battle?
Keep asking yourself these questions. They are the
threa.ds weaving this manual together. The next chapter gIves you an overall leadership concept of what a
leader must be, know and do if he is to lead soldiers
well-in peace and in battle.
,
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ThiS
chapter discusses the principles of leadership,
defines leadership, explains the factors of leadership,
and provides an overview of what a leader must be,
know, and do. Its purpose is to provide an overall concept of professional leadership. The traditional principles have long been the cornerstone of our leadership
doctrine. These principles, the factors, and the be, know,
and do attributes provide you the fundamentals of leadership and a framework for developing yourself, your
subordinates, and your unit.

PRINCIPLES
The traditional principles of leadership are excellent
guidelines. This manual explains what you must be,
know, and do to apply these principles. In the process
of explaining and illustrating all of the be, know, and
do attributes,
this manual provides you with many
examples of how to apply the principles.

The 11 principles are as follows:

••

Know yourself

and seek self-improvement.

In

order to know yourself you have to understand your
be, know, and do attributes. Seeking self-improvement
as a leader means continually strengthening your attributes. Each chapter of this manual provides you explanations
and examples of how to understand
and
improve your be, know, and do attributes. Chapter 10
provides a number of practical programs for developing yourself, your subordinates, and your unit.

Ell

Be technically and tactically proficient. Technical

and tactical knowledge is essential to leadership. As a
leader you must be proficient with each weapon, vehicle, and piece of equipment in your unit. Chapter 6 discusses how to develop your technical and tactical
knowledge.

••
Seek responsibility and take responsibility for
your actions. Chapter 4 explains responsibility as a
crucial professional value. Chapters 5, 6, and 9 discuss
the importance of having the initiative to see what
needs to be done and the fortitude to take responsibility for doing it. Chapter 5 also discusses how seeking
and handling responsibility builds character.

••
Make sound and timely decisions. Chapter 7
examines problem solving, decision making, and planning. It explains and illustrates how to make sound
and timely decisions.
••
Set the example. This entire manual explains and
illustrates the critical need for the leader to set the
example. Chapter 9 provides specific examples of how
to carry out this principle.
••
Know your soldiers and look out for their wellbeing. An entire section of chapter 6 emphasizes the
importance of knowing the human nature of your soldiers. It also explains the important aspects of human
nature that leaders must understand.
Chapter
9

explains the importance of sincerely caring for the
well-being of your soldiers and gives examples of how
to apply this principle.
•
Keep your soldiers informed. Chapter 8 devotes
an entire section to how to communicate and keep soldiers, seniors, and other key people well-informed.
Chapter 9 also provides specific examples of how to
apply this principle.

••
Develop a sense of responsibility in your subordinates. Chapter 4 explains how to instill the value of
responsibility in your subordinates. Chapter 5 shows
how to develop in your subordinates the character traits
that will cause them to carry out their professional
responsibilities. Chapter 9 explains how to assign responsibilities to subordinates in a way that will develop
them as leaders. It also discusses how to assign responsibilities to subordinates and hold them accountable. It
states the specific responsibilities of officers and NCOs.

••
Ensure that the task is understood, supervised,
and accomplished. Communication is the key to applying this principle. Chapter 8 explains how to communicate and how to ensure that the task is understood. It
also devotes an entire section to supervising.
Il!I Train your soldiers as a team. The importance of
training your soldiers as a team is stressed throughout
the manual. How to do this is explained in chapter 6
in the section on cohesion.

III Employ
bilities.

your unit in accordance with its capa-

Chapter 3 explains how Chamberlain
and
Randall developed the capabilities of their units through
good leadership and training and then employed their
units successfully according to their capabilities. Chapter 6 contains a section on what you must know about
your unit. It discusses how to increase the capabilities
of your unit by developing discipline and cohesion. It
explains the draining effects of fear and fatigue. The
section on discipline in chapter 6 explains how your
soldiers must be capable of reaching unit standards.

To apply these time-tested principles, you need a
clear understanding of the definition of leadership, the
four factors of leadership, and the be, know, and do
attributes of leadership. The rest of this chapter provides you an overview of these fundamentals.

LEADERSHIP

FACTORS

DEFINITION
Military leadership is a process by which a soldier
influences others to accomplish the mission. A soldier
carries out this process by applying his leadership
attributes (beliefs, values, ethics, character, knowledge,
and skills). When a young soldier is deciding if he
respects you, he does not think about each of these
attributes of a leader. He watches what you do so that
he can tell what you really are. He senses if you are
an honorable leader or a self-serving phony who
misuses his authority to look good and get promoted.
In "The Face of Future Battle," Alden is the selfish
officer who fails in battle; Randall is a selfless leader
who succeeds. Self-serving officers and NCOs are not
as effective in battle, because soldiers are not willing
to risk their lives to follow them. They sometimes succeed in peacetime because they present a good image
to seniors at the expense of their soldiers. The point of
this discussion is to form in your mind the basis of
effective leadership. That basis is honorable character
and selfless service to your country, your unit, and your
soldiers.
In the soldier's eyes, your leadership is everything
you do that affects mission accomplishment and his
well-being. If you want to be a respected lead~r, concentrate on what you are (your beliefs and character),
what you know (human nature, tactics, your job), and
what you do (provide direction, implement, motivate).

FACTORS
The four major factors of leadership are the follower,
the leader, communication,
and the situation.
They
have a significant impact on what actions the leader
should take and when he should take them.

EXPLANATION
The Follower. The first major factor of leadership is
the follower. Different soldiers require different styles
of leadership.For example,a soldierfresh from basic training
requires more direct supervision than an experienced
soldier. A soldier with a poor attitude requires a different approach than a highly motivated soldier.
You must know your soldiers if you want to take
the right leadership actions at the right time. The fundamental starting point for knowing your soldiers is a
clear understanding of human nature (needs, emotions,
motivation).
You must understand the be, know, and do attributes of each of your soldiers. The be is what he ishis human nature, beliefs, values, and character. The
know is his knowledge based on experience and training. The do is what he is capable of accomplishing
through his skills. These are explained in more detail
later in this chapter.
You also need the trust, respect, and confidence of
other key people besides your followers. You need the
willing assistance of certain peers, key support personnel such as the S4 and Sl, and your ~eniors. You need

to understand the be, know, and do attributes of these
key people. You must behave in a way that motivates
them to want to help you. This can only happen when
you have developed relationships of mutual trust,
respect, and confidence with them.
Also, you are a follower as well as a leader. You
have to find ways of meeting the needs and goals of
your leader, your followers, other key people, and yourself. To accomplish this, you must understand key
people, have good communication with them, and
develop relationships based on trust and respect.
The Leader. The second major factor of leadership is
you-the leader. You must have an honest understanding of who you are, what you know, and what you
can do. This is necessary in order for you to control
and discipline yourself and to lead your soldiers effectively.
Communication. The third major factor of leadership
is communication. You lead through two-was communication. Much of this is not verbal. When you "set the
example," for instance, that communicates to your
soldiers that you will share hardship with them and
will not ask them to do anything you are not willing
to do. You teach, coach, counsel, persuade, and punish
through verbal and nonverbal communication.
The way you communicate in different situations is
important. Your choice of words, tone of voice, physical
gestures, and the look in your eye affect the way a
soldier feels about what you communicate. Leadership
is more than setting the example and bravely leading
a charge. The right word-spoken quietly at the right
moment-is also an important part of leadership.
What and how you communicate either builds or
harms the strength of the relationship between you and
your soldiers. In a healthy relationship between people,
there are bonds of mutual trust, respect, confidence, and
understanding. These bonds form the basis of discipline
and cohesion in a unit. They are built over time as

your followers learn-from training, from experience,
and from what you communicate-that you are a competent leader whom they can trust and respect.

The Situation. The situation is the fourth major factor of leadership. All situations are different. Leadership actions that worked in one situation with one group
of soldiers, seniors, and other key people may not work
in another situation. Many forces combine to determine
the best leadership action to take at a particular time.
Also, by identifying and influencing certain forces, you
can create a situation more favorable to mission
accomplishment. (See appendix D.)
There are no rules or formulas to tell you exactly
what to do. You need to understand principles of leadership, tactics, and human nature and to apply these
as guides in particular situations. Then use your judgment to decide the best action to take and what leadership style to use. (Appendix D explains how to use your
judgment to determine an appropriate style.)
In one situation the best solution may be to confront
a subordinate. In another situation the best solution
may be to include your correction in a regular counseling session. In one situation you may want to punish an entire squad or platoon by denying them certain
privileges. In another, that may be the wrong thing to
do, unfair and unrealistic.
The situational factor includes the timing of actions.
For example, the decision to confront a subordinate
may be correct, but if the confrontation occurs too soon
or too late, the results may be disastrous.
The leadership situation includes all the forces
affecting mission accomplishment and the well-being of
your subordinates. Examples of forces are your relationship with your senior leaders, the skill of your subordinates, the organization of your unit, and the informal
leaders in the unit. In combat, important forces include
the mission, enemy, terrain, troops, and time (METT-T).

There are many forces. No list is complete. The situation includes all the forces that affect the ability and
motivation of your unit to accomplish its mission. You
must be skilled in identifying and thinking through the
important forces in a situation. Then you will be able
to take the right action at the right time.
What if you take the wrong action? It happens. We
all make mistakes. Analyze the situation again, take
quick corrective action, and move on to the next challenge. Learn from your mistakes and those of others.
INTERACTION
All of these forces affect each other to varying
degrees in different situations. Some that are important
in one situation are not as important in others. The
four major factors, however, are always operating. The
leader must constantly assess them to understand the
situation and to take the proper course of action,
whether his goal is to take a hill or to straighten out
a poorly performing soldier. Mistakes result when the
leader fails to understand the major factors. Mistakes
also result when the leader does not see how the factors affect each other and mission accomplishment.
The more you understand these factors and how they
affect each other, the better leader you will be. All
Army leaders have a primary responsibility to understand and apply good leadership. Courses at any Army
school can increase a leader's ability to understand and
influence the four major leadership factors. Army
schools, however, cannot teach you everything you need
to know about human nature, why men fight, how
beliefs and values become instilled, how to build character, or how to create a cohesive unit. A clear understanding of human nature-what motivates people-is
crucial to effective leadership. All leaders need to
improve their understanding of the four major factors.
of leadership through self-assessment, study, and
experience.

If you are a leader your soldiers can tr~st to acc~mlish the mission while looking out for theIr well-beIng,
ihey willleam to respect you. To be a competent leader
there are certain things that you must be, know, and
do.
LEADERSHIP

•

FRAMEWORK

1. Be committed to the
Professional Army
Ethic

• Loyalty to the nation's
ideals. loyalty to unit. selfless service. personal responsibility

2. Possess Professional
Character Traits

• Courage. competence. candor. commitment. integrity

3. Know the Four Fac- • Follower. leader. communicators of Leadership and
tion. situation
How They Affect
Each Other
4. Know Yourself
• Strengths and weaknesses of
your character. knowledge.
and skills
• Human needs and emotions
• How people respond to stress
• Strengths and weaknesses of
the character. knowledge.
and skills 9f your people
• Technical and tactical proficiency
• How to develop necessary
individual and team skills
• How to develop cohesion
• How to develop discipline
• Goal setting. problem solving.
decision making. planning
• Communicating. coordinating. supervising. evaluating
• Applying principles of motivation such as developing
morale and esprit in your
unit; teaching. coaching and
counseling

Your beliefs, values, and ethics are the foundation
of your competence as a leader. They guide you as you
lead. Beliefs are assumptions or convictions that you
hold as true regarding some thing, concept, or person.
For example, you may believe that people can only be
motivated by reward or punishment. That is a belief
about human nature. You cannot prove it. Some people
hold that belief, others do not.
Values are ideas about the worth or importance of
things, concepts, and people. They come from your
beliefs. They influence your behavior because you place
importance on your alternatives depending on your
system of values. For example, you place value on
such things as truth, money, promotion, justice, and
selflessness.
Your values influence your priorities. Strong values
are what you will put first, what you will defend most,
and what you least want to give up. As a leader you
may be confronted by situations where your value of
candor (honesty) comes in conflict with your value of
pleasing your boss. For example, if you failed to perform a security check as required, do you have the
integrity and the moral couriige to put your error into
your duty log?
In that situation, your values on truth and selfinterest will collide. What you value the most will guide
your actions. In this example, the proper course of
action is obvious. There are, however, times when the
right course of action is not so clear.
The four values that comprise the professional Army
ethic (see FM 100-1)are loyalty to the nation's and the
Army's ideals, loyalty to the unit, personal responsibility, and selfless service. Other crucial professional
values include courage, competence, candor, and commitment. These eight values are discussed in chapter 4.
Your beliefs, values, and ethics are important. They
influence how you think and learn, how you implement
plans and how you treat people. Goals based primarily
on selfish values do not serve the best interests of the
country, the Army, or the soldiers in your unit.

Military ethics are guidelines that help you lead In
a professional manner. Officers and NCOs must discuss, emphasize, and teach professional beliefs, values,
and ethics.
Your leadership should cause people to learn military
values and ethics. This occurs naturally as respected
leaders demonstrate their beliefs and values and teach,
counsel, and provide good training.
Professional beliefs, values, and ethics are the foundation of a leader's character, which must enable him
to withstand great pressures. Character is the sum total
of your personality traits. When we speak of a soldier
of "character" in this manual, we are speaking of an
individual with a combination of traits that causes him
to do what he believes is right-regardless of pressures.
Character traits that are important to leaders and
soldiers will be explained in chapter 5.

WHAT A LEADER MUST KNOW
A leader must know (understand) the four factors of
leadership. To understand them and their affect on each
other, you should continually seek more knowledge of
the following areas.
You must have knowledge about the human dimension which includes• How to motivate people in general and your subordinates in particular.
• Your own strengths and weaknesses.
• The strengths and weaknesses of your subordinates.
• How beliefs and values become instilled in people and
how they can be changed.
• How character is developed.
• How to communicate in a way that builds bonds of
mutual trust, confidence, respect, and understanding
among soldiers and between leaders and troops.
• How people learn.
• How to develop morale, cohesion, and discipline.
• How soldiers can deal effectively with stress.
• How to teach individual and team skills necessary
for unit effectiveness.

SUMMARY
• How informal group norms or rules become instilled
as beliefs and values in group members.
• How to teach and train others to become good leaders.
You must have the knowledge required to create
favorable situations. This knowledge includes• How to identify, analyze, and influence the important
forces in a situation. (See appendix D.)
• How to plan.
• The technical and tactical knowledge necessary to do
your job.
• The important .lessons of military history.

WHAT A LEADER MUST DO
The three overall types of leadership action skills
are providing direction, implementing,. and motivating:
••
Leadership that provides direction includes setting goals, problem solving, decision making, and planning. These are the thinking skills of leadership. These
skills and methods are explained and illustrated in
chapter 7.
IfJI Leadership that implements includes communicating, coordinating, supervising, and evaluating. These
are the implementing skills necessary to achieve goals.
They are explained and illustrated in chapter 8.
••
Leadership that motivates includes applying the
principles of motivation (such as aligning unit and individual goals and rewarding behavior that leads to the
achievement of unit standards and goals). It also
includes teaching and counseling. These are the skills
necessary to influence human nature, and to guide motivated people to carry out plans and programs. These
skills and methods are explained and illustrated in
chapter 9.1
'The basic ideas concerning the factors of leadership and the leadership skills (direction,
implementation, and motivation) can be found in Dr. Farr's book, A Five Factor System of
Leadership: Followership: A Follower Model of Leadership.

This chapter has defined leadership as the process
by which a soldier influences others to accomplish the
mission. He carries out this process by applying his
leadership attributes (beliefs, values, ethics, character,
knowledge, and skills).
We explained the factors of leadership (the follower,
the leader, communication, and the situation), and
briefly outlined what a leader must be, know, and do
to be effective. Taken together, the definition, the factors, and the required be, know, and do leadership
attributes provide a philosophy or concept of professional leadership that will help you develop yourself,
your subordinates, and your unit. It will also help you
address the challenges that every leader faces.
The leadership principles were developed by soldiers
many years ago to train and develop their subordinates.
Those principles have withstood the test of time and
the foremost test-the battlefield. These principles are
guideposts. This manual explains and illustrates what
you must be, know, and do to apply these principles.
~:~

CHAPTER 3

Application of the
Leadership Concept

Chapter
2 provided a concept of leadership to guide
you in accomplishing your mission and in taking care
of your soldiers. It will help you in analyzing tough
leadership situations and in developing yourself, your
subordinates, and your unit. This chapter's purpose is
to breathe life into that concept and to show you its
practical value by applying it to the leaders in chapter
I-Colonel Chamberlain, Captain Alden, and Captain
Randall.

n.r..L.1.r..14·~ AND

V ALVES

What Colonel Chamberlain said, wrote, and did tells
us what his real beliefs and values were. He was no
phony. He was consistent. He said he was fighting for
the American ideals of truth, justice, equality, human
dignity, and the freedom of other men. His actions supported those beliefs and values. Chamberlain demonstrated the professional military values of loyalty to the
nation's ideals, loyalty to the unit, responsibility, and
selfless service.

CHARACTER
Chamberlain's
actions reflected his character. An
honorable leader is able to control his fears and emotions and do what he believes is right, regardless of
pressures. When Chamberlain volunteered for the Union
Army, he was a professor of languages at Bowdoin
College in Maine, living happily with his wife and child.
The college, trying to persuade him to stay, offered him
2 years of travel in Europe. Instead, Chamberlain went
to the capital of Maine and offered his' services to the
governor, who was desperately seeking officers to lead
regiments.
The governor offered him the command of a regiment
at the rank of full colonel. Chamberlain declined, saying he would prefer starting as a lieutenant colonel and
learning the art of war before he commanded a regiment. This incident reflects Chamberlain's deep loyalty
to the nation and his concern for properly preparing
himself to carry out the grave responsibilities
of
leadership.
People of character establish a consistent pattern of
Jehavior. They can always be counted on, especially
n tough situations. During the year prior to Gettys>urg, Chamberlain demonstrated his character to his
nen. His actions in training and at the battles of
\.ntietam and Fredericksburg showed his soldiers that
hey could count on him to lead by example, to choose
he right tactic to accomplish the mission, to stay cool,
md to look out for them.

In training and in battle, he displayed physical and
moral courage, competence, candor (honesty), and commitment (dedication). The strength of his character
caused his men to have confidence in him and in one
another. It helped develop cohesion and discipline in
the unit. Therefore, when he gave the order to charge
at Little Round Top, his men dutifully
rose and
charged, disregarding the risk.
Soldiers will fight for you if they trust you to do
the right thing and to be concerned for their well-being.
Cohesion, discipline, confidence, morale, courage, and
the will to fight depend upon' the application of your
professional beliefs, values, character, knowledge, and
skills.

KNOWLEDGE
Chamberlain
had been on active duty for only a
year. How did he learn about tactics, weapons, and
equipment? Colonel Ames, a professional, had trained
Chamberlain for 5 months before he took command.
Chamberlain studied hard and learned fast. He read
books like Jomini's Art of War. He learned the infantry
tactics of the day.
There is much more to professional knowledge than
tactical and technical knowledge. Chamberlain
also
knew human nature. Good leaders make a lifetime
study of people-what
shapes their beliefs, values, and
character and what motivates them. Good leaders can
put themselves "in the shoes" of their troops.
If you seek to lead soldiers in battle, keep on studying human nature and caring about people. Knowledge
of human nature is basic to effective leadership in war.
It is required to develop cohesion, discipline, confidence,
morale, courage, and the will to fight.

LEADERSHIP

THAT PROVIDES

DIRECTION

Chamberlain
excelled in leadership that provides
direction (problem solving, decision making, planning).
He studied the ground at Little Round Top and used it

o make the best defenses possible. When he saw that
e was being fla.nked, he shifted his defensive line and
et the attack. This was an incredibly
difficult
aneuver to carry out while under a fierce assault, but
Chamberlain's analysis, decision, and plan were correct.
Key to providing direction is creative thinking. After
epulsing six charges, although wounded and losing
lood, Chamberlain still forced himself to think clearly
and imaginatively until he developed a plan that would
give his unit a chance for success.
Chamberlain knew his unit would be overwhelmed
by the next assault. He reasoned that a bayonet charge
might take the initiative from the Confederates and
give his unit a psychological advantage. He was right.
This decision is a brilliant example of creative leadership. It set the direction for the 20th Maine and the
overall Union victory at Gettysburg.

LEADERSHIP

THAT IMPLEMENTS

In leadership that implements (communicating, coordinating, supervising, evaluating), Chamberlain showed
great skill at Little Round Top. His orders were clear,
and he explained the reasons behind his decisions to
his subordinates. He ensured that his companies were
tied together in the defense so that the regiment's full
strength would meet the attackers. He was at every
crisis point during the battle: communicating, coordinating, supervising, and evaluating.

LEADERSHIP

THAT MOTIVATES

. Chamberlain was a motivator, skillful in dealing
wIth people and in teaching, coaching, and counseling.
H~ u?derstood human nature and how to apply the
prIncIples of motivation. Chamberlain set the example.
He .personally led the charge at Little Round Top.
DUrIng the war, he had 14 horses shot from under him
and he was wounded six times.
'
There is no substitute for leadership by example. You
must share the dangers, hardships, and discomforts of
your soldiers if you want them to respect you and to

follow you in the toughest, most dangerous situations.
The deep effect of this quality of leadership on the
motivation of soldiers and the cohesion of a unit makes
all the difference. The 20th Maine would not have
charged into superior numbers if Chamberlain had not·
been a respected leader who had clearly demonstrated
the be, know, and do leadership attributes during the
months prior to the battle.
Another example of how Chamberlain combined his
knowledge of human nature and his thinking skills
occurred about 1 month before the Battle of Gettysburg.
One hundred and twenty mutineers from the 2d Maine
Regiment were brought to his unit by guards with fixed
bayonets. They were attached as replacements to the
20th Maine. General Meade ordered Chamberlain to
shoot them if they would not do their duty.
Chamberlain
decided to find out why they were
mutineers. When they had enlisted, there had been a
foul-up in their papers. Some members of their regiment
had been signed up for 2 years, some for 3. After
2 years were up, two-thirds of the regiment went home.
The other third was ordered to remain on duty. Feeling
that the order was a gross injustice, they had refused
duty. Chamberlain rode to Meade's headquarters and
received permission to handle the mutineers as he saw
fit.
The men had not eaten in 3 days. He removed their
guard so they would not feel like prisoners. He fed
them. He then broke the mutinous group spirit by splitting them up and assigning
them to different
companies. He told them that he could not treat them
as civilian guests, but that he would be glad to treat
them as soldiers-with
all the rights of soldiers. He
would look into their case and do what he could to
help them. In the meantime, he would appreciate it if
they would do duty with the 20th Maine. All but six
went along with Chamberlain's suggestion.!

Chamberlain's actions show how humane treatment
m turn away anger, how the right word spoken
lietly and firmly at the right time can persuade even
!bellious soldiers. These stubborn men were willing to
lce death because they believed that they were being
'eated unfairly by their leaders. Chamberlain recogized their value. If a strong-willed soldier will not be
ushed around, it is unlikely that the enemy will push
im around either. By treating these men with firmess, fairness, and respect, Chamberlain rekindled their
10tivation to serve their country.
If Colonel Chamberlain had not been able to moti'ate nearly all of these 2d Maine replacements to fight
vith the 20th Maine, the 20th Maine would surely have
)een overwhelmed in their fight at Little Round Top.
rhis might have resulted in a Union loss at the Battle
)f Gettysburg, and even the loss of. the war. It is
imazing how leadership in a seemingly small matter
:::anhave an important effect on great events.

THE FACE OF FUTURE BATTLE
In "The Face of Future Battle," two leaders showed
contrasting
philosophies
of leadership.
Captain
Randall's company gallantly completed its mission;
Captain Alden's company panicked.

BELIEFS AND VALVES
Perhaps you think that you have the same beliefs
and values as Captain Randall. Watch yourself. It is
easy to slip, unknowingly, into adopting Alden's beliefs.
It is easy because you face complexity and great pressure. You may feel ill-equipped to motivate soldiers with
positive methods. You may find that threats of punishment and coercive methods are effective motivators in
peacetime.
Human nature requires that people justify their
behavior. If your main method of motivating soldiers
is coercion (yelling, loss of privileges, cursing, and

threats), you will unconsciously tend to justify this
method. One way is by developing beliefs and values
that support your behavior. Like Captain Alden, you .
may come to believe that your soldiers are lazy, that
they are against you, that they are bad people, and
that you can only motivate them by threats. Then you
will act according to these beliefs.
Like Sergeant Huckaby and the soldiers of Bravo
Company, your soldiers will sense your lack of respect
for them as equal human beings. Your beliefs and
values will become obvious to soldiers from the way
you look at them, talk to them, give them orders, and
reprimand them.
People resent a lack of respect and will respond with
that same disrespect. Troops cannot openly show disrespect for leaders who treat them in this way. Instead,
they keep the resentment inside and get back at such
leaders by doing only what is necessary to avoid
punishment.
The Alden-type leader fails to build the bonds of
mutual respect, trust, confidence, and understanding
that are fundamental to a disciplined, cohesive fighting
unit. This type of leadership causes soldiers to lose confidence in the leader, in themselves, and in each other.
They lose confidence in the ability of the unit to succeed in battle. They may even lose faith in the cause
for which they fight. Loss of confidence causes loss of
morale, courage, and the will to fight.
Good leadership takes work and study. Good leaders,
like Chamberlain and Randall, .make intelligent, efficient
use of both their own and their subordinates' time. In
their units you do not see groups of soldiers idly
wasting time during training and maintenance time.
Good leaders sincerely care about their soldier's personal and professional development. They teach, coach,
Counsel, critique, and punish as a concerned parent
does. They see their unit as a family-a
team. This
family climate helps create a disciplined, cohesive unit.

Leadership as displayed by Chamberlain and
Randall is not just a job; it is a calling, a profession.
It is a commitment to serve the ideals of the United
States and to serve soldiers and their families.
The Randall-type leader values his subordinates as
individuals, not merely as resources to accomplish a
mission and to help him get promoted. He knows that
coercive methods cannot be used as the main way to
motivate soldiers in wartime. The fear of death in battle
is far greater than the fear of court-martial by a leader
who is not respected. Therefore, you must build the
bonds of trust, respect, confidence, and understanding
between you and your soldiers through the use of positive leadership methods such as teaching, coaching, and
counseling.
At the same time, you must also punish soldiers who
intentionally fail to meet standards and follow rules.
You lose respect when you do not punish fairly.
(Examples of punishing fairly are given in chapters 6
and 9.)
CHARACTER
Honorable character is essential in a leader. Chamberlain and Randall had strong character, Alden did not.
Alden's company did poorly in training. The soldiers
knew the company was not combat-ready. They knew
that Alden did not have the character to control difficult situations during field exercises-let alone on the
battlefield.
Unfortunately, Lieutenant Colonel Ross did not see
this because he failed to look beneath Alden's "image"
of military competence. He saw only that Alden had
military bearing and that he was committed to doing
a good job. He did not see that Alden was inflexible,
prejudiced against troops, and lacked empathy, creativity, and candor (being open and honest with subordinates). The lack of these character traits prohibited
Alden from developing the basis for cohesion and
discipline-strong bonds of respect, trust, confidence
and understanding between leaders and troops.

What about Randall's character? Like Chamberlain,
during the year preceding the battle, Randall had been
consistent in his values, in his words, and in his deeds.
He directed, implemented, and motivated in ways that,
. brought success to the unit and respect and confidence
from his soldiers. He showed that he had the strength
of character to control his own nature and to do the
right thing under pressure. Sergeant Wills said Randall
had been under pressure after assuming command
because of some statistical indicators. Randall withstood
that pressure and worked on cohesion and motivation
in the unit. That took moral courage, a critical
character trait for all soldiers.
Recall Randall's actions in the case of Specialist
Kellett. Department of the Army policy prohibited
Specialist Kellett from reenlisting as a mechanic
because that MOS was overstrength. Randall went to
the Division Adjutant General about it. He explained
Kellett's case, and the Adjutant General obtained authorization from the Department of the Army for Kellett to
reenlist as a mechanic. Captain Randall took this
.action because Kellett was a good soldier and a good
mechanic who deserved the best help Randall could
provide. Incidents like that showed Randall's men that
he sincerely cared for them and that he was honest,
selfless, and fair. They showed the soldiers that he had
the moral courage to do what he believed right, to fight
for his troops, and to be loyal to them when they were
being treated unfairly.
This is what strength of character is all about.
Randall had it. Alden did not. The difference showed
on the battlefield.

KNOWLEDGE
Alden and Randall both knew how to use and maintain their weapons and vehicles. Both were tactically
proficient. They had been to the same Army schools
and had studied the same tactical and technical
manuals. Such knowledge is critical to succeeding as a
leader.

What knowledge, then, did Randall have that Alden
lacked? Randall understood human nature. Alden did
not. Randall knew how to communicate with soldiers
to build bonds of trust and respect. Alden did not.
Randall knew how to influence the beliefs and
values of soldiers and how to develop character in himself and others. He knew that his soldiers would fight
if they believed in themselves, in each other, in their
leaders, and in the cause for which they were fighting.
He knew that he and his subordinate leaders would
not gain confidence and respect if they relied on fearoriented methods. To get the respect of his men, he
had to treat them with sincere respect as human beings.
He had to show willingness to do the right thing, even
if it put him in a dangerous position.
He knew that by working hard at teaching, coaching, counseling, training, and developing his subordinate leaders and troops, he would create a climate of
trust and respect. He knew that this climate w·ould
cause cohesion, confidence, and morale.
The major difference between Alden's and Randall's
knowledge had nothing to do with tactics and technical
knowledge, although these are essential leadership
attributes. The difference was in their knowledge of
people and in their ability to communicate, to motivate,
and to affect beliefs and values. Some leaders, like
Alden, are lacking in these areas of knowledge. You
must be skilled in them if you seek to lead soldiers. It
all goes back to studying and knowing human nature.
This manual will help you in these areas of knowledge.
(Chapter 6 discusses human nature.)

LEADERSHIP THAT PROVIDES DIRECTION
Alden and Randall also differed in leadership that
provides direction (goal setting, problem solving, decision making, planning). Randall had weekly leadership
and training meetings with his subordinate leaders. In

these meetings they discussed the company's strengths
and weaknesses. They then set goals and made plans
to correct weaknesses.
Obviously, Captain Randall was the main planner
for the company; he made the important decisions. He
was open to ideas from his subordinates, however, including the troops in the rear rank. He involved his
lieutenants, NCOs, and soldiers in identifying problems
and planning. Therefore, everyone in the unit felt they
could assist in setting the direction for the company.
Captain Randall had a good operation plan for
attacking the enemy follow-on battalion. Everyone in
the company knew the plan. They had rehearsed it
many times and performed it successfully in field
training exercises. Captain Alden had a good plan for
his delay, but it was not communicated, understood, or
rehearsed. Therefore, it was useless.
Alden isolated himself. He set goals and made plans
without consulting with his subordinates. People were
afraid to come to him with "negative feedback" or
problems. By himself, he was unable to create training
programs that would eliminate weaknesses. Training
problems were caused by Alden's unwillingness to use
the talents of his subordinates when developing training
programs. Therefore, Alden's subordinates did not gain
a sense of shared responsibility
for correcting and
improving the programs.
There is a basic leadership lesson here. Unit problems are rarely caused by soldiers. They are caused by
a lack of good leaders or by leadership mistakes. You
will always have problems in your unit. Just remember
that much of your success as a leader is determined
by your ability to identify, to head off, and to correct
potential or real problems. To do that, you must involve
your subordinates. You must get their perceptions of
problems and their ideas on improving the unit. You
must show that you want and need their feedback.

coordination
in battle were inadequa1e.
vv lH~.u "U<:>
artillery
started falling, no one knew what to do.
Remember the soldier who did not know what to do
when he could not talk to his squad leader? Remember
Sergeant Huckaby, who was unsure about how and
when his antitank team would be called in?
The company simply had not practiced the necessary
techniques for implementing the delay. If they could
not implement it on an exercise, how could they implement it under the stress of battle? Lack of success in
training undoubtedly contributed to the troops' lack of
confidence in themselves and their leaders and contributed to the panic.

LEADERSHIP

LEADERSHIP

THAT IMPLEMENTS

Captain Randall had excellent skills' in leadership
hat implements. He communicated, coordinated, supervised, and evaluated. He ensured that his subordinates
did the same. His communication skills enhanced his
ability to provide direction and to implement. Every
man knew his part in the plan to attack the follow-on
battalion.
They had excellent SOPs for movement,
actions on contact, communicating, and coordinating in
battle.
Because of the implementing skills of Randall and
his subordinates, the unit could move out quickly and
efficiently to execute its attack plan. It was also ready
for contingencies. When the lead tank fired on the
enemy artillery headquarters, the rest of the company
immediately
executed the battle drills they had
rehearsed many times. A great deal of training is
required to develop a unit's ability to act, under stress,
in this instinctive manner.
Captain Alden and his subordinate leaders were
weak in leadership that implements. Their delay plan
broke down. Their SOPs for communication
and

THAT MOTIVATES

Captain Randall had strong motivating skills that
were a direct result of his beliefs and values, his character, and his knowledge of human nature. He set: the
example. He spoke to subordinates
with respect. He
often led informal discussions with individuals and
groups about how to improve the unit. He understood
how to apply the principles of motivation explained in
chapter 9. His skills as a teacher, coach, and counselor
created a climate where soldiers developed confidence
and an inner motivation
to follow him and his
subordinate leaders.
Captain Alden's greatest skill weakness was in leadership that motivates. His inability to deal with people
caused the poor leadership climate-lack
of cohesion,
confidence, and morale-in
B Company. This climate
caused breakdowns in planning and implementing and
destroyed the will to fight.
Why were Captain Alden's human skills so poor?
The answer is simple. Our skills are what we do. What
we do is directly affected by what we are and what we
know. Captain Alden had the wrong beliefs and values
about human nature. He did not understand human
nature. He lacked some important character traits. His
soldiers, therefore, did not respect h.im. Without such

espect, his soldiers could not be motivated to believe
his plans and to want to fight for him. Alden had
o positive motivating skills as a teacher and counselor.
or that reason, he had to rely on coercive methods
hat had worked in peacetime, but failed miserably in
ar.
It is important to note that Captain Alden knew how
o plan and implement. Since he lacked motivating
'kills, however~the plan and its implementation failed.
n other words, his failure in leadership that motivates
paused him to fail in the areas of leadership that
provides direction and leadership that implements.
This is .an important point. To be a good planner
r implementer, you must understand the human nature
f the soldiers who will carry out the plans.

LEADERSHIP

LESSONS LEARNED

IS PLAY MORAL COURAGE
One reason Lieutenant Colonel Ross did not know
the terrible condition of the indicators of leadershipproficiency, discipline, cohesion, and morale-in B Company was because Captain Alden's subordinate leaders
did not tell him. Several officers and NCOs went to
Captain Alden to tactfully discuss the seriousness of
the situation. Alden would not listen. At that point,
they should have had the moral courage to inform
Alden that they were going to discuss the company's
problems with the battalion commander. Clearly, Ross
failed in not knowing the true condition of B Company.
But the leaders in Bravo Company had a moral duty
to let Lieutenant Colonel Ross know that B Company
was in bad shape. Not one had the moral courage to
do that. This situation was so bad that their loyalty to
the Army should have been above their loyalty to their
company commander and their concern for their careers.
Could your career be ruined if you have the moral
courage to do that in a similar situation? Yes, it is
possible, even if you are right. That is what character

is all about-having the courage, self-discipline, and
will to do what you believe is right, to tell your seniors
the truth, regardless of the possible consequences or
dangers. (Chapters 4 and 5 explain more about how to
act according to your convictions in this type of
situation. )
The only ones with the moral courage to expose the
situation in B Company were the five troops who went
to the inspector general about Captain Alden's methods
and the poor condition of the company. Private Neal
tells us that "Captain Alden nailed those guys." We do
not know exactly what "nailed" means, but we can
imagine that the five soldiers were not considered
favorably for promotion or other benefits.
Why didn't their squad leaders, platoon sergeants,
and platoon leaders stand up for them? These leaders
also lacked the moral courage to defend their troops
against Captain Alden. They feared getting on his
"wrong" side.
CREATE A CLIMATE CONDUCIVE TO
FEEDBACK
People in subordinate units generally will not come
to you with feedback on problems in their unit unless
you create a climate in which they feel safe. If one of
your soldiers goes to the inspector general or the chaplain or writes his congressman about a perceived
injustice, you have a moral duty to ensure that the
soldier is not punished in any way for exercising his
rights. If you and your subordinate leaders are fair and
professional,you have nothing to fear from these actions.
But remember, such complaints are indicators of
actual or perceived injustices. In each 'case, it is your
job to communicate with the soldier and to determine
if the complaint is valid. If it is, take corrective action.
If it is not, correct the soldier's misperception by talking
to him. Frequent complaints about the chain of command to the inspector general, a chaplain, or a congressman are often indications that a healthy leadership
climate may not exist in a unit.

You must create a climate in which soldiers feel free
go to their leaders with perceived injustices or valid
mplaints. Had Captain Alden been receptive, his subdinates and others could have advised him on how
, improve the leadership climate in his company. A
ajor role of chaplains and command sergeants major
. to help junior leaders. Get their assistance
on
vel oping a healthy
leadership
climate that is
nducive to feedback.

END TIME WITH SUBORDINATE UNITS
One reason Lieutenant Colonel Ross did not know
out Aldeh's lack of leadership attributes was that he
robably did not really want to know what was wrong
B Company. He was busy; he had many things on
ls mind. He had training and war plans to complete.
e had meetings at brigade and division.
He believed that he should stay out of the business
subordinate units. He did not believe in going to
e mess hall, in sitting down with soldiers in a unit,
!ld in having a frank, open conversation with them
Jout what was right and what was wrong in their

lit.
He visited units training in the field, but for only
) minutes or an hour. He never felt he had the time
live with one of his companies for a day or two on
field exercise. These beliefs and values caused Lieunant Colonel Ross to be an ineffective leader, unaware
: the leadership climate and the state of combat readi~ss in one of his companies.
There are important lessons in Lieutenant Colonel
JSS'S leadership failure. As a squad leader, platoon
rgeant, platoon leader, company commander, or' first
rgeant, you have a responsibility to know the real
cuation in your subordinate units. To get honest feedLck on their strengths and weaknesses, you must do
ore than visit the training of a platoon or squad. If
~u are a platoon leader or a platoon sergeant, live
lth each squad for a day or two in the field as often

as possible. See how they really operate. Get to know
each soldier. Teach and coach the squad leaders and
soldiers after observing them.
You must spend time with your units. If they know
that you are there to help them become better soldiers
and leaders, they will be glad to have you, just as an
athletic team is glad to have a good coach watching
and helping.

SUMMARY
In this chapter we applied the leadership concept to
Colonel Chamberlain and the two captains in "The Face
of Future Battle."
If you had to pick one thing from the concept that
really made the difference between Alden and Randall,
what would it be? Was it their beliefs and values, their
character, their knowledge, or their skills? All these
leadership attributes are important, but which is most
important?
Anyone with average intelligence and motivation can
learn the tactical and technical knowledge and skills
of war. Beliefs and values are important, but without
the character to carry them out under pressure, they
are useless. The same applies for providing direction,
implementing, and motivating. These skills are useless
if you lack the character to apply them under the great
stress of battle.
Character is not concrete. It is not something you
can touch, see, or measure, but it is something that
troops sense in a leader after serving with him for a
time. Honorable character is the moral fiber, the inner
strength to do what is right.
Beliefs, values, and character are the most difficult
aspect of leadership to explain, but they are critically
important. They are the major source of your power as
a leader. You must understand their importance. You
must work to develop them in yourself, your subordinate leaders, and your soldiers. You have no more
important tas.k as a leader.

What you are (your beliefs, values, ethics, and charer) is the most important part of your leadership. It
ectly affects the way you think and what you do.
thout the correct professional foundation of beliefs,
lues, and character, you cannot properly apply the
ofessional knowledge and skills necessary to lead
ldiers in battle. If you have the right professional
liefs, values, and character, you will be self-motivated
learn and apply the necessary knowledge and skills
develop a disciplined, cohesive, combat-ready unit like
e 20th Maine.
Work hard to develop these leadership attributes.
obody reaches perfection in all these attributes. We
I have weaknesses. The important point is to strive
ntinually to minimize weaknesses and to strengthen
adership attributes. This is crucial because you never
ow when the fate of our Army and nation might
,st on the shoulders of you and your soldiers-on some
mall piece of ground like Little Round Top.

T

his chapter is about professional beliefs, values,
and ethics. We will discuss what they are, how they
are learned, and how they affect a unit. We will begin
by examining an incident that' occurred in Captain
Alden's company-the
one that panicked in "The Face
of Future Battle." (See chapter 1.) This case is based
on an actual incident.

What you are (your beliefs, values, ethics, and charicter) is the most important part of your leadership. It
lirectly affects the way you think and what you do.
Without the correct professional foundation of beliefs,
~alues, and character, you cannot properly apply the
)rofessional knowledge and skills necessary to lead
wldiers in battle. If you have the right professional
)eliefs, values, and character, you will be self-motivated
;0 learn and apply the necessary knowledge and skills
;0 develop a disciplined, cohesive, combat-ready unit like
;he 20th Maine.
Work hard to develop these leadership attributes.
'Iobody reaches perfection in all these attributes. We
ill have weaknesses. The important point is to strive
~ontinually to minimize weaknesses and to strengthen
,eadership attributes. This is crucial because you never
tnow when the fate of our Army and' nation might
~est on the shoulders of you and your soldiers-on some
;mall piece of ground like Little Round Top.

T

his chapter is about professional beliefs, values,
and ethics. We will discuss what they are, how they
are learned, and how they affect a unit. We will begin
by examining an incident that' occurred in Captain
Alden's company-the
one that panicked in "The Face
of Future Battle." (See chapter 1.) This case is based
on an actual incident.

Before the war, Captain Alden was quite concerned
ith statistical indicators. He wanted his company to
ook good. At one point his company had achieved the
ighest number of AWOL-freedays within the division.
Captain Alden's record ended when Private Jones
ent over the hill because of personal problems. Jones
as sure that his leaders would not help him, so he
ent AWOL. He returned a few days later. Alden was
urious. He gave Jones a company-grade Article 15 with
eduction in rank, loss of pay, and restriction. And
Iden made it clear to the company that Jones was the
eason they would not receive the usual 3-day weekend
eward for AWOL-freedays at the end of that month.
As a result of Alden's actions, Jones became the
runt of snide comments and remarks. He was verbally
bused and physically threatened by some of the soliers. He became depressed and felt that everyone in
e company was against him. His attitude, appearance,
md performance deteriorated rapidly. Daily he grew
ore sullen and resentful. Finally, he began talking
,ack to his NCOs, resulting in a rapid succession of
~rticle 15s for failure to repair, dereliction of duty, and
nsubordination. This gave Alden the necessary evidence
o have Jones separated from the Army.
Shortly before Jones was to be discharged, Alden
lecided to ensure that Jones would not go AWOL again.
Ie wanted to set an example for other soldiers who
night consider going AWOL, so he handcuffed Jones
o a bed in the orderly room. Jones remained there for
i days, until the morning he signed out.
Eventually the incident was reported and investiated. Captain Alden was angry because his actions
rere being investigated. He felt hamstrung by legal
ules. He told the investigating officer that Jones was
a bum who deserved much harsher treatment than he
ad received." His justification was that Jones had
~ready ruined the company's AWOL record once. His

company had accumulated 60 AWOL-free days by the
time Jones was to be released. He wasn't about to take
a chance on Jones going AWOL again and ruining that
statistic.
The investigating officer explained to Alden that
handcuffing Jones was not only poor leadership, but it
also was illegal. Alden still believed he had done nothing wrong. Alden could have been court-martialed for
this incident. Instead, he received a written reprimand.
Alden believed that his AWOL-freerecord was a key
indicator used by his seniors to judge his leadership
ability. He believed that handcuffing Jones to the bed
would contribute to unit discipline. He placed a high
value on looking good through statistical indicators, but
not on justice and adherence to regulations. He knew it
was against Army regulations to confine Jones unlawfully, but he believed he had cause to break the regulations in this case. These beliefs and values had a direct
influence on his behavior. They caused him to set up a
climate in the company which contributed to Jones'
poor performance.

If a leader holds the wrong beliefs and values, they
will affect his character, his thinking, and his behavior.
Alden's false beliefs about human nature and motivation were the root of his. inability to provide direction,
to implement, and to motivate in battle. Keep "The
AWOL Incident" in mind as we discuss beliefs, values,
and norms.

BELIEFS, VALVES, AND NORMS
EXPLANATION
Beliefs are assumptions or convictions that you hold
to be true regarding people, concepts, or things. We all
have beliefs about things, concepts, and people. One
soldier may believe that duty simply means putting in

ime from "8 to 5." Another may believe that duty is
elflessly serving your country, your unit, and the
oldiers of your unit.
You have beliefs about human nature-what
makes
~eople tick. We usually cannot prove our beliefs scienifically, but we think and feel that they are true. The
bllowing brief examples illustrate the meaning of beliefs.
Some people believe that a car is simply a means
)f transportation.
Others believe a car is a status
Iymbol. Captain Alden believed that troops are lazy,
lhat they must be motivated by fear. Lieutenant Colonel
~oss, the battalion commander in "The Face of Future
:Jattle," believed that having frank conversations with
;roops about the strengths and weaknesses of their
~ompany is meddling in the business of subordinates.
Colonel Chamberlain believed that troops could not
be threatened into fighting well in battle, but that they
b.ad to be led. He also believed deeply that he had a
duty to fight for the ideals of the Union. People generally behave in accord with their beliefs. As these
examples show, the beliefs of leaders impact directly
on the leadership climate, cohesion, discipline, training,
and combat effectiveness of a unit.

Values are attitudes about the worth or importance
of people, concepts, or things. You may place high
value on a family heirloom, such as your grandfather's
watch, or on a clean, well-maintained car. You may
value personal comfort or freedom to travel. You may
value a friend, a relative, or an adult who helped you
as you were growing up.
Values influence your behavior because you use them
to weigh the importance of alternatives. For example,
a person who values personal pleasure more than he
values a fit, healthy body continually makes choices
about eating and exercising that will result in his becoming overweight and out of shape. Your values guide
you in choosing whether to go with your friends to a
concert or to a family gathering on your grandfather's
75th birthday.

For people to live together in harmony, they must
agree on certain beliefs and values which become group
norms (rules or laws) that members of the group follow.
Formal norms are official standards or laws that
govern behavior. Traffic signals, the Uniform Code of
Military Justice, and the Geneva convention are formal
norms that direct the behavior of American soldiers.
They dictate what actions are required or forbidden.
Uniform regulations, safety codes, and unit SOPs are
also formal norms.
Informal norms are unwritten rules or standards
that govern the behavior of group members. The 20th
Maine had an informal norm that the wounded were
evacuated after a battle, regardless of danger. At the
root of this norm was a shared value about the importance of caring for each other. They knew they could
be wounded at any time. Each member of the unit
found comfort in knowing that he would be cared for.
An informal norm that runs counter to unit goals
and to individual health is heavy drinking or drug
abuse. Soldiers who want to be considered "in" feel
peer pressure to comply with this informal norm. A
group of clerical workers may restrict their individual
output so that their supervisor cannot point to the high
producer as an example of what the others should do.
This restriction of production is an informal norm, one
that runs counter to unit effectiveness.

Beliefs, values, and norms guide the actions of individuals and groups. They are like a traffic control
system; they are signals giving direction, meaning, and
purpose to our lives. They are powerful. People will risk
danger and will often die for deeply held beliefs and
values. Many early Christians died for their beliefs
because they valued service to God more than their
lives. Death in the service of God was an accepted
norm.

Examples abound of soldiers of different nations
roughout the history of war who sacrificed their lives
o save friends or to help their unit accomplish a mision. These brave, selfless actions include blocking
~ploding grenades, personally taking out enemy mahine gun positions, and manning key positions to proect a withdrawal. Beliefs and values motivate this
dnd of heroic self-sacrifice. The motivating force may
>e the soldier's belief in the importance of retaining
~is personal honor, of saving a buddy, of helping the
Init, of serving a cause, or a combination of these. In
~ny case, beliefs and values are fundamental motivating
factors; leaders should nurture and shape them in
mbordinates.
Your soldiers will fight for you if they believe that
,he best chance for survival for themselves and their
Juddies is to do their job as part of a team. They will
Je more effective if they believe in themselves, in the
Init, in you, and in the cause for which they are fighting.

DEVELOPMENT
As a leader you have the power to influence the
beliefs and values of your soldiers by setting the
example; by rewarding behavior that supports professional beliefs, values, and norms; and by planning and
conducting tough individual and collective training.
"Tough" training does not mean training in which
leaders haze or yell at troops in an effort to cause artificial stress~ This merely creates an antagonistic
atmosphere of "us against them." It is not the kind of
leadership that succeeds in combat, so why practice
bad habits? "Tough" training occurs when leaders and
troops go through realistic, exhausting conditions that
prepare leaders and troops, as a team, for the stress of
combat.
The 20th Maine marched over 100 miles in the
5 days prior to the Battle of Gettysburg. The night
before the battle they marched all night, got very little
rest, then fought ferociously. Training that simulates
such conditions is "tough."

During a field exercise, you could plan tor an allnight road march, a few hours rest, then a simulated
battle that is demanding on leaders and troops. This
kind of training builds cohesion-positive respect and
trust among troops and between leaders and troops. It
builds a feeling of shared hardships and teamwork. It
contributes to the respect and comradeship that assist
you in influencing beliefs and values of soldiers.
Tough training will teach your soldiers to do things
as individuals and as a team that they did not believe
possible. It will give your soldiers confidence in themselves, in each other, and in you.
You can also influence the beliefs and values of
your soldiers when talking with them individually or
in groups. For example, at some appropriate time, tell
your soldiers why you believe each one of them should
have an equal opportunity for promotion or other rewards. Or tell your junior leaders why you believe it is
their duty as supervisors to ensure that everyone of
their soldiers is properly fed and clothed in the field
and in garrison.
Remember, you can influence beliefs and values in
your soldiers by what you are and what you do.
As the leader, you must respect your soldiers and
have their respect if you are to influence their beliefs
and values. Respect is basic to all human relationships.
Strong friendships, strong marriages, and strong units
are based on respect. If there is mutual respect between
you and your soldiers, they will be motivated to follow
your orders. You then have only to communicate what
you want them to do-perform their duty as well as
they can. Even in the most desperate situations, like
Little Round Top, soldiers will follow someone they
respect.
Make it a general rule to think through situations
and choose the course of action that will gain you the
long-te-.:'mrespect of your subordinates, seniors, and
peers.

Once your soldiers respect you and want your apoval, you can guide them to demonstrate unselfish
ncern for the unit and for other soldiers. They will
"come concerned with excellence in everything that
Jates to combat readiness if these are the values you
bmonstrate. At each opportunity, you should praise
lem for things they do that support duty, cohesiveness,
iscipline, good training, and good maintenance. Praise
rom a respected leader is a meaningful reward. Praise,
,owever, can be cheapened by overuse. Teaching and
orrection, if constructive, provide needed direction for
leweffort.
Human nature requires people to justify their actions.
f your troops respect you and behave according to
rour values, they will naturally justify their behavior.
~ost of them will do this by developing beliefs that
~xcellencein training and maintenance is right, that
lelfless service to others and the unit is right, that
)eing courageous is right, and that defending the ideals
)f America is right. In short, if they respect and
:ldmire you, they want to be like you, and they naturally tend to adopt your professional beliefs and
values as their own.
Let us summarize this process because it is the key
to positive military leadership in peace and war. Your
soldiers respect you because you have demonstrated
character, knowledge, and professional skills in a series
of situations. When you tell them what to do, they do
it well because they want your approval and have confidence that you know your job and have their best
interests at heart. They then justify what they do by
developing beliefs and values to support their actions.
By this process your beliefs and values tend to become
instilled in them.
Something vital happens in the development of a
cohesive unit if the majority of your people respect you
and want your approval. By the process described, you
instill your values in most of your soldiers. You then
have a unit with shared values, or group norms, on
such matters as loyalty, responsibility, selfless service,

training, maintenance, discipline, and other beliefs and
values important to combat readiness. Your unit has
shared beliefs on professional knowledge and methods
of providing direction, implementing, and motivating.
These shared beliefs and values become formal and
informal norms that govern the behavior of everyone
in the unit. When new soldiers come in, the old hands
quickly let them know the norms of the unit.
A characteristic of human nature is that when
people join a new group, they want to be accepted and
to make friends. Therefore, most new soldiers will go
along with the group norms of their new unit to ensure
acceptance. They will then tend to justify following the
norms by adopting the beliefs and values that underlie
the norms. Through this process-called socializationthe beliefs and values of the old-timers in the unit
become the beliefs and values of the new soldiers.
Obviously, there are exceptions to this which will
be discussed later. This basic socialization process,
however, is usually the way that soldiers are integrated
into a unit. It is how they develop beliefs about the
right way to behave in that unit. This is why the reception and integration program of a unit is so crucial;
it plays an important role in determining the beliefs
and values that the new soldier develops. That is why
you want one of your best soldiers to sponsor a new
soldier and to ensure he learns the right norms and
values.
INFLUENCE
Captain Alden's soldiers did not respect him. Therefore, he had a negative influence over his soldiers'
beliefs and values. They distrusted Alden so much that
they would develop beliefs in opposition to those that
he held. If Alden were to say, "Men, I believe we can
take that hill with a night attack," his soldiers would
probably mumble, "I don't believe that is the right
thing to do, let him take it himself." Alden would probably have to threaten them to make them obey his
orders.

In contrast, Chamberlain and his subordinate leaders
d a positive influence on the beliefs and values of
eir soldiers. When Chamberlain gave the order at
ttle Round Top to fix bayonets and prepare to charge,
s soldiers knew that he was saying to them, "Men, I
~lievethis is the right thing to do."
They knew they were in a desperate situation, but
ley were not going to run. That was not the norm in
~e20th Maine. They had been in other tight situations,
d they had never run.
Probably these thoughts were going through their
dnds: "I believe in Chamberlain. His quick thinking
as saved us before. If he says fix bayonets and preare to charge, that is the right thing to do in this
ituation. I'll fix my bayonet and charge when he gives
b.eorder."
Randall's unit was like Chamberlain's because the
~adersused the same leadership philosop}1y.Remember
,hat Sergeant Wills said to Major Williams about
: Company's attack on the enemy battalion? He said
flat no one questioned the order. If Randall said to
ttack, that must be the right thing to do.
During training, the troops of C Company came ·~o
,elieve in R~ndall and their other unit leaders and to
ldopt their beliefs about how to fight. They adopted
heir leaders' professional values of loyalty, responsilility, and selfless service. These shared beliefs and
ralues became norms that influenced training, maintelance, cohesiveness, discipline, and the will to fight.
Your unit has both formal and informal leaders
~ho can influence your soldiers' beliefs and the norms
;hat will lead to cohesion, discipline, and the will to
ight.
Formal leaders are noncommissioned, warrant, and
~ommissioned officers. The nation has given authority
GO those soldiers, along with special trust and confidence that they will use it to serve the Army and the
nation. This authority is derived from law. It gives
these leaders power over their soldiers. It does not

ensure that this power will be used well. Rank identifies
those who are formally entrusted with responsibility.
You become a positive leader when your rank is ratified
in the minds and hearts of your subordinates, when
your troops follow you out of respect and confidence
and not out of fear of your authority.
Informal leaders attract followers because of the
strength of their character. They have energy, drive,
and will. They know what they want and go after it.
They are positive leaders, often without authority, who
can work either for your beliefs, values, and goals, or
against them. A private may have a great deal of influence over the soldiers in a platoon, especially if he
is the platoon athlete or has a magnetic personality. A
junior NCO may be the most influential NCO in the
platoon, if his more senior NCOs lack leadership skills
or character.
Informal leaders can help or harm mission accomplishment. You need to find out who they are and
ensure that they use their influence to support professional values and the goals of your unit. Informal
leaders often emerge unexpectedly in combat. "Commando" Kelly is an example of such a soldier.
Charles E. Kelly was a slightly built, easy-going,
friendly private when the American invasion of Sicily
began in September 1943. No one in his company suspected that he would be a great combat leader. Four
days after the invasion began, Kelly's Company L,
143d Infantry of the 36th (Texas) Infantry Division
was stopped by heavy machine-gun fire. Kelly asked
his captain's permission to reconnoiter the enemy position. He led four other volunteers on the patrol. They
located the enemy gun. Kelly silenced the enemy machine gun and killed about 40 attacking German
soldiers. Later that afternoon he found himself leading
a force of about 100 soldiers who had been cut off by
a German counterattack.
In the course of about
24 hours of fighting, Kelly burned out the barrels of a
machine gun and several automatic rifles, fired six

bazooka shells, took the safety pins out of mortar shells
and threw them at the rushing enemy, broke up an
enemy attack with a 37-mm antitank gun, and led the
survivors to friendly lines. By nightfall of that day he
was already famous in the Texas Division as "Co~mando" Kelly. For his heroic actions and leadershIp,
he was awarded the Medal of Honor}
As a leader you should use your influence to promote
unit cohesion and discipline. You do this when you• Show sincere concern for all subordinate leaders and
troops in your unit. By being concerned with the personal and professional values, needs, and goals of your
soldiers and by being deeply involved in all unit training and activities, you will sense who the informal
leaders are. You will see which soldiers influence others
and how they use that influence. Chapter 10 gives you
concrete ways to get to know your soldiers and to
ensure that the informal leaders use their power for
positive unit goals that lead to combat readiness.

• Gain and maintain the respect of both your subordi~
nate (formal) leaders and the informal leaders. Then
they will adopt your beliefs, values, concepts, and
methods and convince other soldiers to do the same. If
you cannot gain the respect of both your informal and
subordinate leaders, you have a problem. Either something is wrong with you, or something is wrong with
them. It may be that the informal leaders have strong
character, like gang leaders, but not honorable character that builds the values of loyalty, responsibility, and
selfless service. In any event, get advice and help from
your seniors, peers, a chaplain, a command sergeant
major, an inspector general NCO or officer-at least
one or more people you respect. Weigh their advice
carefully. If you decide you are in the wrong, take
corrective action. Perhaps one or more of the informal
or subordinate leaders are in the wrong and refuse to
adopt your beliefs about duty, training, and professional
standards that lead to combat effectiveness. Then you
must separate them from your unit or take other
appropriate action to stop their negative influence.
• Remain firm when you sincerely believe you are right,
even if it means the whole squad, platoon, or company
is temporarily angry at you. In the long run, if you
are right, they will know it and respect your courage.
• Admit to all concerned that you were wrong, if you
did something you believed to be right at the time and
circumstances later proved you wrong. This takes humility and moral courage, but you will gain respect in
the long run. Some people think it is a sign of weakness to apologize, that a leader loses power if he does.
That is not true. It shows strong character. We are all
human; we all make mistakes. If you wronged a unit
or a soldier, have the humility and the courage to
admit it. You might find that the simple act of acknowledging your error to the individuals involved
makes a big difference when it comes time for that
unit or soldier to follow you into battle.

~ROFESSIONAL VALUES AND ETHICS
HE PROFESSIONAL

ARMY ETHIC

.

The basic professional beliefs and values that you
ould hold and constantly strive to instill in your
ubordinate leaders and soldiers are loyalty to the
~eals of the nation, loyalty to the unit, personal responibility, and selfless service.
These four values make up the professional Army
ithic, and they should be the basic values o~ a~l solliers. You may have the rank of a noncommIssIoned,
farrant, or commissioned officer, but if you do not
ive up to these values under pressure, you are not yet
I. professional military leader.
Society gives Army leaders authority to build an
!ffective force that can protect its citizens and its naional interests. When society gives professionals powerlometimes life and death power-members of society
;rust the professionals to use that power for the good
)f society and not for the self-interest, of the profes;ional. Unfortunately, history has proven that power
;ends to corrupt, often unconsciously, and some people
will use power for selfish reasons. Therefore, professionals have a code of ethics to guide them in using
their power. This code helps the professional avoid
giving in to temptation,
human weakness, and
corruption.
.
The values of the professional Army ethic flow from
American ideals found in the Constitution and the
Declaration of Independence. Throughout American
military history, these values have been the bedrock of
our best military leaders and soldiers. It is by following
professional ethics-principles of conduct, and standards of behavior-that
soldiers achieve "moral" or
"right" behavior that exemplifies the ideals and values
of this nation.
FM 100-1 states: "As a profession-a calling which
demands of its members specialized knowledge and
skills, and intensive preparation-it is imperative that
the military profession embrace a professional ethic.
In this ethic should be set forth those values and

principles of conduct which govern our behavior both
as a group and as individuals. Furthermore, such a
professional ethic must be understood and accepted in
its totality by individuals at every level of military
operations-from
the soldier on point, to the field
commander, to the general officer testifying before
Congress. It is true, therefore, that while personal value
systems or ethics may vary from individual to individual,
professional integrity demands of each soldier an
uncompromising commitment to those institutional
values which form the bedrock of our profession-the
Army ethic.,,2
Loyalty to the Ideals of the Nation. The fundamental value of the professional Army ethic is loyalty
to the ideals of the nation: "This value implies recognition that the Army exists solely to serve and defend
the nation. It represents unswerving loyalty" to the
ideal values of the nation and the Army-"directed
upward through the chain of command, and accepts
as proper and fitting the subservience of the military
to civilian control. It demands total adherence to the
spirit and letter of the lawful order, to the fullest of
one's comprehension of that order."s
To a true military professional, loyalty to the ideals
of the nation means a deep belief in serving and defending the ideals of freedom, justice, truth, and equality
found in the Declaration of Independence and the Constitution. It is the sworn duty of military leaders to
defend these ideals; numerous wars in the past two
centuries have been fought to preserve them. These
ideals will guide you if personal and professional
values ever ·conflict. Legal and moral actions that
assist the Army in defending these ideals are right.
Actions that are contrary to the ideals or principles
upon which this nation was founded are wrong.
2FM 100-1, p 23.
SFM 100-1, p 24.

loyalty to the ideals of the nation underlies our
er professional values. Being a professional leader
bns being selfless, honorable, and committed to serv~ the ideals of the nation. True leaders are always
re concerned with service to America than they are
h promotion or glory.
American military professionals do not fight to ime our political system on others by force or to gain
Iwer or wealth. They are not simply professional
lers or managers of violence. Professional soldiers
e protectors of the ideals of America, willing to sacri:e their lives defending and fighting for these ideals
that others can live in a free and just society. To
) this they must be experts at leading soldiers in
lttle.
The military leader who deeply values loyalty to the
ltion sees himself as a person who will always do
lS best to defend American ideals.
oyalty to the Unit. This second value of the profes,onal Army ethic implies a two-way obligation
~tween those who lead and those who are led; an obliation to conserve lives, to be considerate of the welleing of one's subordinates and comrades, to instill a
ense of devotion and pride in the unit, and to develop
Ie cohesiveness and loyalty that mold individuals into
ffective fighting organizations.4
Your unit is your piece of the Army's action, your
ay-to-day part of the Army. By contributing to your
,nit's mission and combat readiness, you contribute to
he Army's mission and the defense of the nation. The
mit is your family, your team. Loyalty to the unit
neans that members of the unit place the needs and
~oals of the unit ahead of their own personal needs
lnd goals. "Commando" Kelly showed this value when
le volunteered to risk his life looking for the enemy
nachine gun that was stopping his company.
Personal Responsibility.
"Essential to the proper
expression of loyalty" to the nation "and unit is a deep
sense of personal responsibility, the third fundamental

-

F'M 100·1, p 24.

value of the Army ethic. Personal responsibility equates
to the individual obligation to accomplish all assigned
tasks to the fullest of one's capability; to abide by all
commitments, be they formal or informal; and to seize·
every opportunity for individual growth and improvement. This value also requires of each of us a willingness to accept full responsibility not only for our own
actions, but also for the actions of those in our charge.,,5
Colonel Chamberlain showed this value at Little Round
Top when he accepted responsibility for holding the
ground at all costs. The soldiers of the 20th Maine
risked their lives out of this deep sense of responsibility.
Responsibility includes the age-old soldierly values
of duty and honor. As a professional, your responsibility
is to do your duty-what
ought to be done-in
an
honorable way. The honorable way accords with the
moral values of truth and justice. You have honor if
you morally and courageously do your duty to the best
of your ability.
A leader who lies or tells a half-truth to make his
unit look good on a report may think he is doing his
duty and being loyal to his commander and unit. In
fact, he is being dishonorable and unethical, neglecting
his duty to the Army and the nation. A leader cannot
truly do his duty without being honorable.
A good rule to follow about responsibility is this:
You will carry out your responsibility as a professional
soldier if you always do your duty in an honorable
way.
Selfless Service. Service in the professional Army
requires teamwork which emphasizes the greater good
of the nation and the Army.
Selfless service means putting the needs and goals
of the nation, the Army, your unit, and your soldiers
ahead of your personal needs and interests. As a leader,
you must be the greatest "servant" in your unit. You
are not given authority, status, and position as a personal reward to enjoy in comfort. You are given them
so that you may be of greater service to your subordinates, your unit, and your country.
5FM 100·1, p 24.

A successful leader should be perceived as the
rdest-working member of the unit. That does not
lply that he does the same work as his subordinates.
does work appropriate to his position and thereby
lsists his subordinates in getting each job done.
OUR SOLDIERLY VALUES
Courage, candor, competence, and commitment are
rur qualities or traits of character which must be
lued by all soldiers. They should be the foundation
your character. The more you build these traits in
lurself and others, the more successful you will be.
order for them to become traits, you must first be~vein and value them.
Courage comes in two forms. Physical courage is
rercoming fears of bodily harm and doing your duty.
hamberlain and his soldiers showed great physical
lurage at Little Round Top. Moral courage is overIming fears of other than bodily harm- while doing
hat ought to be done. It is the courage to stand firm
1 your values, your moral principles, your convictions.
DU show moral courage when you do something based
lone of your values or moral principles, knowing
lat the action may not be in your best interest. After
le Civil War, General Chamberlain ran for governor
~Maine. He was faced with many pressures to make
)litical promises of jobs and benefits to various people
ho had the power to influence the election in his
lvor. He stubbornly refused, based on moral principle,
[lowing that he was hurting his chances to become
)vernor.
There will be times when honestly stating your true
3liefs to your seniors or the group may not be in your
est interest-it may hurt your chances for promotion
r even ruin your whole career. These times will test
hether or not you have the moral courage to "stand
p and be counted."
Candor is being frank, open, honest, and sincere
'ith your soldiers, seniors, and peers. It is an expreslon of personal integrity. Captain Randall showed this

trait in his many talks with his soldiers and subordinate leaders. Colonel Chamberlain showed it when he
persuaded the 2d Maine mutineers to join the 20th·
Maine.
Competence is proficiency in required professional
knowledge, judgment, and skills. Each leader must have
it to train and to develop a cohesive, disciplined unit
with all the required individual and collective skills to
win on the battlefield against superior numbers. Colonel
Chamberlain and Captain Randall showed great competence. Competence builds confidence in one's self and
one's unit-crucial
elements of morale, courage, and
success on the battlefield.
Commitment means the dedication to carry out all
unit missions and to serve the values of the country,
the Army, and the unit. This is shown by doing your
best to contribute to the Army, to train and develop
your unit, and to help your soldiers develop professionally and personally. Chamberlain demonstrated commitment by his words and deeds. Patriotism, duty,
courage, and the high ideals of America were real to
him. He transmitted this commitment to his soldiers.
In so doing, Chamberlain reinforced the determination
of his soldiers to do their part to save the Union.

ETHICAL DILEMMAS
A dilemma is a situation presenting two or more
undesirable alternatives. You face a "simple" dilemma
when you choose between going hungry or eating something you really dislike. An ethical dilemma occurs
when two or more values conflict or collide. When you
find yourself in an ethical dilemma, you must search
for the morally RIGHT thing to do. The right thing to
do is the moral action that best serves the ideals of
America and your soldiers. The "highest moral good"
is what professional ethics are all about.
If you make the right decisions when faced with
ethical problems, you will continually build your character and your leadership. If you fall into the trap of

"ing the easy way once or twice, however, you will
d to justify your actions and then begin to erode
ur character. Your people will sense this over a
rriod of time and gradually lose respect for you. You
HI then be forced to use coercion to motivate them
~Adwill eventually lose the necessary foundation for
!>sitive,inspired leadership.
RESSURES TO BE UNETHICAL
A principle, a belief, or a value is but a concept
ltil it is tested under stress. Anyone can be ethical
hen there is no pressure to be unethical. If you are a
·ofessional, you will resist all pressures to be unethill. Such temptation can come from many directions.
can come from within you, from peers, from suborlnates, or from seniors.
~ressure from Self-Interest. Self-interest is probably
ile most common cause of unethical acts. An individual
.oes something to improve his personal situation or to
,void criticism or punishment.
Let us say you are a student in an Army course. If
'ou get an A on this exam you will be an honor gradute, and that will enhance your promotion opportudties. You are wrestling with a tricky multiple-choice
[uestion that you feel will make the difference between
m A or B. You deliber&te between responses Band D.
'{ou decide to circle B. You are almost finished with
;he exam when you hear some students in the hall
lis cussing the solution to the question that troubled
~ou. Someone says, "Son of a gun, I thought for sure
the answer to that question was B." That tells you that
B is wrong and the answer has to be D. What do you
do?
Self-interest is driving you to say, "Well, I didn't
intentionally cheat. I didn't hear them say D was correct, just that B is not right." Then your conscience
grabs you. "Not everyone had access to that information. I'll be taking advantage of others if I change my
answer."

This is a small incident. The student in this case
left his answer as B, knowing the answer was wrong.
Some would argue that such action is stupid. Rather,
it shows that he values honesty and has the integrity
of character to act on that value in the face of temptation. His act is similar to Abe Lincoln's when, as a
boy, he walked 3 miles to repay three cents to a lady
who had accidentally overpaid him. This habit of being
ethical on little things tends to carryover to the big
things.
Here is another example. Regulations require that
you periodically conduct a "serial number" inventory
of all weapons in your arms room and sign a voucher
indicating that the inventory has been accomplished.
If you try to save time by conducting "muzzle count"
inventories, but your signature indicates that you have
conducted "serial number" inventories, you are lying
for your own self-interest. A leader's word and signature are his bond. The readiness of our Army depends
on integrity in all leaders.
Lying about conducting a security check, signing an
inflated voucher for per diem expenses, and cheating
on income taxes are all examples of unethical acts
caused by a person's valuing self-interest more than
integrity and responsibility. If a leader's word and
signature are not his bond, there is no basis for the
trust, confidence, and respect that are so essential to
cohesive units. Honesty in all leaders is basic to a disciplined, cohesive, combat-ready Army. Dishonesty in
leaders rots the fabric that binds an Army together.
Self-interest seems less obvious as a motive when
you do unethical things for your unit. But usually such
things are done because they will make you look better.
Examples of this are stealing a part from another
vehicle to get yours off "deadline" and borrowing equipment from another unit so that your unit can pass an
inspection or inventory. In these examples you are helping your unit look better, but only because you expect
to gain personally from your actions. Self-interest, therefore, is still the main Il\otivation.

r!ssure from a Peer. A buddy can also put pressure
you to behave unethically. He can ask to borrow
ne of your unit's equipment to help his unit pass
pection or inventory. In this case he is doing someng unethical for his own self-interest. If you go along
;h his request, you would be acting wrongly because
peer pressure.
Peer pressure to use marijuana
at a party may
luce you to behave unethically. Other examples inlde a friend asking you to "forget" that you saw him
ysically assault one of his subordinates, or to falsify
e score on his PT test so he can qualify for a course
desires to enter. These are all examples of pressures
r you to commit unethical acts even when you pernally gain nothing from the acts except a peer's
Ipreciation. They are, however, breeches of profes)nal ethics because they involve misrepresenting the
.Ith. They contribute to an unethical climate in that
ey condone and encourage the unethical behavior of
hers.

°essure from Subordinates.

The following case,
sed on facts, shows how subordinates can apply presre to their leaders to be unethical.
A squad in Vietman was given the mission to go
L a long,
dangerous
reconnaissance
patrol. The
~ather was rainy and miserable. The young squad
ader did not want the mission any more than his
Ildiers did, but he knew it was an important and
~cessary mission.
Shortly after moving out, one of the informal leaders
ld several troops in the squad came to the squad
ader. The informal leader said, "Sarge, the men don't
link we should have gotten this mission. We're getng more than our share of the hard missions. Besides,
Lis mission is too dangerous. A squad is not big
lough for the enemy.forces out there. We could all
~t killed. I rotate to the States in 2 weeks, and I plan
• be in one piece; so do the other guys. The men feel
lat you didn't stick up for them when the platoon

leader gave you that mission. They think you care
more about promotion than you do about them. There's
a rumor that you want to get us into a big fight just
so you can get promoted and that you asked the lieutenant for this mission. I'm just telling you the way it
is, Sarge.
"I'll tell you what you could do to let the men know
how wrong they are and that you really do care about
them. We could go out in the jungle for 1,000 meters
and relax for the day. You could call in reports every
hour indicating we are at certain checkpoints. Noone
will ever know we didn't pull the patrol. What do you
say, Sarge?" As you read this, the answer seems so
obvious. But, when it occurs in reality, the temptation
to give in to this kind of pressure from others can be
great.
At some point you will face pressure from below to
be unethical. As a professional, you must never give
in to it. Not only would it have been unethical to do
what the squad members wanted in this case, it would
also have destroyed real respect for the squad leader
and ruined his power as a leader. This is the difference
between being popular and being respected.
Here is one approach to handle this situation. Get
the whole squad together, and talk to them along these
lines. "As long as I lead this squad, we will always
carry out orders. I will not tolerate, or be a party to,
any dishonesty. I understand you think I asked for this
mission. That is not true. I hear that you think I want
to get in a fight so I can get promoted. That's not true
either. But we have a mission, and as long as I am
the squad leader we're going to do it properly without
unnecessarily
endangering
anyone. Now prepare to
move out."
You should then have a private counseling session
with the informal leader. Tell him the following. You
are reporting the incident to the platoon sergeant and
platoon leader. You will be watching him closely. He
had best use his influence to support you, or you will

nsider recommending that appropriate action be taken
,ainst him. There is not much distance between the
.mors he has spread and "inciting troops to mutiny"
hich is a serious court-martial offense. Let him know,
~ry strongly, that you will not tolerate his lack of
~pport.
This approach, or one similar to it, will reinforce
Letraditional Army values of loyalty, responsibility,
ad selfless service. It will show your soldiers that you
ave the courage of your convictions and that you do
at fear being unpopular. This deprives them of their
bility to manipulate you.
Here is an example of indirect pressure from suborinates to be unethical. A company executive officer or
.rst sergeant falsifies C ration consumption records to
uild an excess of C rations to trade for lumber and
aint to improve the dayroom and the barracks.
Although this action may be motivated by a desire
a help subordinates, it is still unethical for tWGreaons. It violates integrity, and it violates the leader's
esponsibility to the Army.
The company executive officer or first sergeant may
)e improving the living conditions of his soldiers by
lccumulating excess C rations, but he is guilty of
nisusing government property. He is violating regulaions and being dishonest at the expense of other units
lnd the Army. How can he expect his troops to be
lonest and to obey regulations when they see his
~xample?
A· squad leader who lies about his patrol location
may keep his soldiers out of danger, but other soldiers
may die because of his failure to do his duty and to
accomplish his mission. As the 20th Maine demonstrated at Gettysburg, one small unit doing its duty
can make a decisive difference in a battle and even in
a war.
Pressure from a Senior. Pressure to be unethical can
come from seniors and their desire to "look good" on
inspections, statistics, and activities that are visible to

their seniors. Your senior can pressure you to do things
with the direct or implied threat of an adverse efficiency report. He might say "I don't care how you do
it, but get those vehicles off deadline in the next
5 days." He might tell you to collect at least a certain
amount for a charitable fund drive.
Even if your superior is a supportive, positive type
of leader, he represents the Army chain of command.
This in itself can cause indirect pressure upon you to
behave unethically. For example, any time you are
tempted to lie to make your unit look better, you may
reason that the pressure to lie is from a senior. But
chances are that the pressure to act unethically is not
from your senior or your unit, but rather from your
own self-interest-to make you look better.
Perceived or real pressure from a senior is never an
excuse to behave unethically. You must be absolutely
honest with yourself before you can be honest with
others.

Regardless of the source of the pressure to act unethically, you usually know in your heart the right
thing to do. The real question is whether or not you
have the character to live by professional values when
under pressure. If you have the values exp~aine.din th.is
chapter, the right thing to do in most sItuatIOns WIll
normally be clear, and you will do it.
You will sometimes find yourself in complex situations where the ethical alternative is not clear. These
are the true ethical dilemmas where two or more deeply
held values collide. In such situations you need a reasoning process to assist you in deciding what course
of action results in the greater moral good.
We will explain and illustrate an ethical decisionmaking process to help you think through ethical
dilemmas.

• Actual Army values-values actually functioning in the
local unit that produce the standards governing day-today soldier behavior. Actual Army values are often the
same as traditional Army values. There are times, however, when they are not-such as careerism, falsifying
records, and borrowing another unit's equipment to displayas your own for an inspection .
• Individual values-values
held by the individual
soldiers involved in the situation .
• Institutional pressures-elements
of Army policies,
procedures, operations, and other aspects which influence the ethical behavior of soldiers.

The ethical reasoning process takes place within you
1mthe time you confront a problem until you develop
.d implement a solution. In the process you analyze
e problem, identify influencing forces, develop possible
urses of action, assess them, and decide on a course
action. A variety of forces influences the ethical reaning process. Principal forces that you should conIer are defined as follows:
Legal standards-formal
regulatory standards coninedin law.
Basic national values-values established in the Conitution, Declaration of Independence, and other docuents and traditions that provide the foundation for
quired behavior of all Americans.
Traditional Army values-values
the Army establhes as standards of required behavior for all soldiers.
tiey are loyalty to the nation's ideals, loyalty to the
lit, personal responsibility, selfless service, courage,
lmpetence, candor, and commitment.

These six forces may not be the only important
forces that you should identify and consider. Ethics is
a part of leadership. Therefore your reasoning process
should also consider the four factors of leadership explained in chapter 2-the follower, the leader, communication, and the situation. The four factors of leadership
and the six principal forces defined here are guides to
help you determine the course of action which you
believe leads to the highest moral good.
Ethics are rules or standards that guide professionals to do the moral or right thing-what you ought
to do. As a leader, you have an obligation to do the
right thing. We are sometimes faced with dilemmas
where two or more values collide. You must decide
which value will lead to the highest moral good-that
moral outcome which best helps the Army serve the
ideals of the nation. You then choose the course of
action you believe will lead to the highest moral good.
The ethical reasoning process is an excellent way
to think through all factors of an ethical dilemma and
arrive at a course of action that will lead to the highest
moral good. Once you have analyzed all the factors and
forces involved, the concept of the highest moral good
clarifies your thinking on the right thing to do. Look
at the values that are in conflict. Determine what value

lead to the highest moral good. Then determine
~h course of action you think will best lead to the
lest moral good.
'he following case is based on fact. You should apply
ethical decision-making process and the highest
al good to this case.

Incident in the Personnel
and Administration Center
,taff Sergeant Sanchez was the personnel sergeant
a medical battalion. Several months ago she had
laced a sergeant first class who was relieved after a
sion inspection team found serious deficiencies in
battalion personnel and administration
center
C). She had been the SIDPERS clerk for her first
onths in the unit. Because of her demonstrated commce, initiative, and sense of responsibility, she had
n promoted to staff sergeant and assigned as the
lonnel sergeant. .
,ergeant Sanchez's strengths were her basic knowre of ad~inistration and organization, her ability to
'h subordmates, and her skill at building a cohesive
:iplined team. Her weakness was simply inexperienc~
checking the various personnel systems to ensure
records, reports, and paperwork were properly proled, suspensed, and completed. In other words, she
much to learn about the pitfalls and mechanics of
ervising a PAC. She had to spend time educating
'elf and training her inexperienced clerks.
~hr~e.~ont~s ago. the battalion had been inspected
!l dIvIsIOnmspectIOn team. The team found signifi~ -?ro~lem.~reas in the PAC that impacted on the
ahon s ab~hty to accomplish its mission and properly
~care of Its soldiers. The battalion commander and
!utiveofficer (XO) had placed some blame on LieutenFreeman, the adjutant. However, they had decided

that the main problem was the poor leadership ability
of the personnel sergeant. He was technically competent,
but he could not teach the clerks or supervise them as
an effective team. The personnel sergeant was reassigned, and because no E7 personnel sergeant was available, Sergeant Sanchez had been assigned as the PAC
sergeant. Under her leadership, the PAC was beginning
to serve the battalion effectively.
The PAC was scheduled for a major command inspection. Staff Sergeant Sanchez, Lieutenant Freeman, and
the clerks had been working nights and weekends to
prepare for it. The main problem areas in the PAC had
been lack of organization and individual training of
PAC clerks. Sergeant Sanchez, concentrating heavily on
these two areas, had made significant progress.
The day before the inspection, however, Sergeant
Sanchez, in working with the clerk in charge of enlisted
evaluation reports (EER), discovered a deficiency that
could be serious were the inspection team to find it.
Because of the clerk's oversight and lack of PAC organization, five EERs had been misplaced 2 months ago.
They had not been sent to the raters. Therefore, the
EERs were already late. The inspection team could fail
the PAC for this deficiency. Sergeant Sanchez immediately reported this discrepancy to the adjutant and the
battalion XO.
The battalion XO was worried. The commander had
made him personally responsible for the results of this
inspection. The chain of command had made it clear
that people might be "relieved" if any battalion failed.
Sergeant Sanchez was very concerned. Her job would
be in danger if the PAC failed. The XO, Lieutenant
Freeman, and Sergeant Sanchez discussed the chance
that the team would find the deficiency and fail them
for it. The following points were made. It was not fair.
They all had worked so hard. Why should the three of
them risk their careers for a state of affairs that was

an accident-a simple human oversight? Someone mentioned that a little pencil work could cover the deficiency. No one would know the difference. After the
major command inspection team left, Sergeant Sanchez
could have the EERs completed. The PAC would be
criticized by division for submitting late EERs, but
that would not be as bad as failing a major command
inspection.
The battalion XO said that he sure would sleep easier
if he knew that somehow the inspectors would find
nothing wrong with the EERs. Lieutenant Freeman
sort of grinned and said that the personnel sergeant
might be able to perform a little "pencil doctoring."
They both looked at Sergeant Sanchez, awaiting her
reaction.
She knew what they wanted-an
easy way out, a
look or a word from her that would tell them not to
worry-something like "no sweat, I'll handle it, sir." As
they looked at her, she began to feel fear and anxietyher heart pounded too fast, her stomach felt dry and
knotted, and her hands began to shake. She forced herself to remain cool and to think clearly. Some ethical
considerations that she recalled from an ethics case
study raced through her alert mind:
• Legal regulatory standards (records must be truthful).
• National values (truth).
• Traditional Army values (candor, responsibility to do
your duty in an ethical way).
• Actual Army values (she had heard that "pencil doctoring" was common in many units, that some administrative people believed that they must do it to survive
and· get promoted).
• Individual values (she valued candor-honesty-but
she also valued her job and promotion).
• Institutional pressures (the XO and Lieutenant Freeman were clearly pressuring her. If she covered up the
deficiency, she would please them and enhance her efficiency report. If she did not, she risked their anger, a
bad rating, or even relief from her job).

She asked herself what was the highest moral good?
The answer was simple, if she w~re to be ,~ true. profe~:
sional. She knew that false reportmg ~nd covenng up
undermine the Army's combat readIne~s. He~ ~rofessional values and character guided her m deCIdmg on
a course of action.
She said, "Sir, I have never falsified r~cords and
never will. I am a professional and responsIble, for the
validity of personnel records and actions. I won tallow
anyone to falsify them in any way. We have. a good
personnel administration program. We .are straIght except for a few deficiencies. If they fire us over those
EERs well· then I'm in the wrong Army anyway.
They'li find'things wrong, but they'll also see .the tremendous effort and improvement we've made SInce the
IG. They might not even notice those EERs.
"I think we should write a memorandum that explains honestly that we have found this fault in our
program through our own inspection system. The EERs
were not sent to the raters due to oversight becaus~ ?ur
attention was on other overriding priorities-Orga~IZmg
the PAC and training the clerks. The EERs ~111 ~e
completed and submitted as soon as possible. ThIs WIll

show them that we have an effective overall program,
that we have our own inspection system to find flaws
in our program, and that we take quick, honest corrective action when we find problems."
Sergeant Sanchez's example of ethical thinking and
moral courage momentarily shamed the others and
helped give them the moral courage to do the right
thing. They agreed that she was right. They wrote the
memorandum. The inspecting team came the next day
and praised the improvement in the overall personnel
and administration program of the battalion. (They
never noticed the EER problem.) The PAC was rated
as highly satisfactory.

Cases like these do not always have a happy ending.
,orne inspection teams would praise the personnel ser~eant for her handling of the EER problem if they
lOticed it. Others might fail the PAC for such a deiciency. You will not always be rewarded for integrity
md candor. The point is that you have to live with
rourself. Your honor is an intangible psychological pos:ession. Before you can gain the respect of others, you
nust have self-respect. You gain honor and keep it by
loing your duty in an ethical way, having the characer to act by the traditional Army values.

~OMPLEX 'ETHICAL DILEMMAS
It may seem to you that the ethical reasoning proess is too mechanical. You may think you do not need
; if you have the will and moral courage to be honest.
'or most situations, this is true. The case just discussed
; not difficult to resolve for an honest leader. The
right" alternative
is clear. However, it is a simple
"ample of a real ethical dilemma. Its purpose is to
lustrate the use of the ethical reasoning process and

the concept of the highes~ moral good. <?nce you understand how to handle a sImple example, you are better
repared for the more complex dilemmas that haunt
readers who bear the great burden of responsibility for
people's lives.
..
.
The Caine Mutzny IS a classIc war novel by Herman
Wouk about a young Navy lieutena~t
at. sea w~o
found himself faced with a complex ethIcal dIlemma In
which the "morally right" alternative was not clear at
all. Over a period of months the li~utenant and oth~r
officers on the ship began to belIeve that CaptaIn
Queeg the ship's captain, was insane and incapable of
comm~nd. When they became convinced of this, they
were in a dangerous combat situation at sea. What
should they do?
On the one hand they sincerely believed that Queeg
was going to fail in his mission and destroy the ship
and the crew. On the other hand, they knew their evidence was questionable and that if they relieved him
of command, they could be court-martialed for mutiny
on the high seas during war. They did mutiny and
later had to justify their actions before a court-martial.
The Caine Mutiny is a book worth reading by all military leaders.
If you ever decide to violate a regulation or law,
you must be able to show that your actions were not
motivated by self-gain, but by the highest moral good.
You must be able to show that the situation was so
unique that you had to violate a regulation, law, or
ethical rule to do the most moral thing in terms of the
ideals of this nation.
If you ever find yourself in such an ethical dilemma,
think through the ethical reasoning process and the
concept of the highest moral good. Then, before you
take action, ask yourself if you could justify the morality
of your actions before a group of your peers and
seniors. If you could, then be true to yourself and the
principles for which this nation stands, and do what
you believe is right.

SUMMARY
This chapter has examined beliefs, values, and
ethics. What you are (your beliefs, values, ethics, and
character) is the essence of your ability to lead. Your
ability to inspire soldiers to do the right thing, the
brave thing, the things they think they cannot do,
flows from what you are.
Beliefs and values have great motivating power.
Under some circumstances, people will die for their
beliefs and values. If you are a respected leader of
character, you will have significant power to influence
the beliefs and values of your soldiers. As a professional, you are sworn to use that power for the good
of the country, your unit, and those you lead.
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This
chapter defines character, shows its importance, explains important traits of character, and discusses how you can build honorable character in yourself and your subordinates.

DEFINITION AND EXPLANATION
OF CHARACTER
A trait is a distinguishing quality or characteristic
of a person. Character is defined as the sum total of
an individual's personality traits and the link between
a person's values and his behavior. Your character is
the combination of personality traits that allows you
to behave consistently according to your values, regardless of the circumstances.
A person's visible behavior is an indication of his
character. When you are in tough situations, you will
find that successful leadership takes courage, will, initiative, compassion, and flexibility. The combination of
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t~aits that ~ou need to succeed in the range of situatIOns you wIll face cannot be simply listed. There is no
formula. There are times when you have to be as flex~bleas a willow. At other times you must be as unYieldIng as an oak. The combination of character traits that
you use in a particular situation depends on the interaction of the factors of leadership and the forces in
that situation.
Character can be strong or weak. A person with
strong character sees clearly what he wants and has
the drive, energy, self-discipline, willpower and nerve
to get it. His traits combine in a synchr~nized way'
they click. A person of strong character attracts follow~
ers. A person of weak character does not know what
he wa~ts an~ lack~ purpos~, willpower, self-discipline,
and drIve. HIS traIts are dIsorganized. He vacillates
and is inconsistent. He does not attract followers.
. A person of strong character can be either moral or
Immoral. Forceful gang leaders are examples of leaders. who use their character to pursue immoral values.
ThIs type of person has a strong but bad character. A
pe~son of good or honorable character uses his will and
drIve to pursue and to build moral values.l
In the military we need soldiers (both leaders and
troops) of strong and good character who build the
va~ues of loyalty to the nation's ideals, loyalty to the
U~It, personal responsibility, and selfless service. In
thIS manual, when we speak of a soldier of character
we are speaking of a person with both strong and good
character.
. The strength of your character as a military leader
IS based upon.
• T~e absenc~ of character flaws such as indecision,
deceIt, cowardIce, and selfishness.
• The self-discipline and will to follow your value system-t? be your own person; your actions are consistent wIth your personal and professional values.

Your subordinates assess your character as tney see
ur day-to-day actions. They learn whether you are
yoen and honest with them. They see whether you are
?:decisi ve, lazy, or selfish. They may test your will by
utting corners on a job and watching your responses.
~hey observe whether you advance yourself over their
interests or whether you are supportive of them and
the unit. They will quickly see when your actions are
inconsistent with your values or with the formal or
informal group norms. For example, if troops know
that their NCO leader is breaking the law by using
drugs or stealing office supplies, ~is ch~racter b~comes
suspect in their eyes. Your subordInates perceptIOns of
your actions combine to form a continuing assessment
of your character.
In stressful situations soldiers want to follow leaders
whom they trust and who provide them strength, inspiration, and guidance. They trust their lives to their military leaders based on their assessment of whether or
not the leader has strong character traits, such as courage, candor, competence, and commitment. If you show
character flaws, your subordinates will follow you only
because of their own sense of duty or your coercive
powers. Coercive power can take a unit only so far in
the heat of actual combat. The most effective units historically have been those led by leaders of positive character like Colonel Chamberlain.
The battlefield is a fearful, stressful, and chaotic
place. Most of your unit could be wiped out by a nuclear weapon, conventional artillery, or chemical weapons. There may be few soldiers capable of carrying
out your mission after such a catastrophe. You may be
the ranking man left, and suddenly you find yourself
the unit commander. How are you going to handle yourself? Are you going to give in to fear, depression, and
defeat? You and your men could easily convince yourselves that the only thing to do is to run to safety.
What will you do? Let us suppose that you have all
the right beliefs, values, and ethics. You have been

t~ained an? have the leadership knowledge and skills
dIscussed In chapter 2. The big question will be-do
you have the character
to carry out your beliefs
va.lues, knowledge, and skills in an ethical manner i~
thIS dangerous and demoralizing situation? If you have
char~cter,. you will ~aster your fears as you analyze
the ~Itua.tIOn. You. wIll reconstitute and reorganize your
soldIers Int? a unIt. You will appoint subordinate leader~. -: ou wIll come up with a plan to carry out your
mISSIOn, whether it is active combat or a supporting
role.
.If we are going to win in future wars, our smallunIt l~aders must have the character to take this kind
of actIO~. ~hen mentally preparing for the stress of
comb?t, It WIll help you and your subordinates to know
that ~n past wars, many ordinary people have shown
the kInd. of ~h.aracter that may be required of you in
war. An InSpIrIng example of such a soldier follows.

Sergeant York
Alvi? C. York was born to a poor family in the
mountams of Tennessee. He grew up in the Valley of
the Three Forks on the Wolf River in Fentress County.
As a ~outh, York ~as known as a wild hellraiser with
a partlCul?-rhankex:ng for moonshine, fighting, and gamblmg untll he fell m love with a church-going girl who
refused to ~ate him ~nless he changed his ways. He
starte.d readm~ the BIble and adopted its fundamental
teachmgs ~s hIS values. He changed his beliefs, values,
?-nd.behavIor, and he even became a respected leader
m hIS church.
.
When h~ wa~ ?O, World War I broke out. Be~ause of hIS relIgIous beliefs, York applied for reease from the .draft as a conscientious objector. His
req~est was demed. He was inducted into the Army and
assIgned to .Captain Danforth's Company G, 328th
Infantry RegIment at Camp Gordon, Georgia. York told

Danforth that he would do his duty, but that he did
not want to fight and did not believe in killing enemy
soldiers.
Danforth, a former schoolteacher, was troubled by
York's beliefs and feelings. As training progressed, he
could see that York was potentially the best soldier in
the company. York's mountain life had made him a
tough, hard-muscled, clear-thinking man. His body and
mind were conditioned by years of hunting, plowing,
and blacksmithing. He had been an expert shot since
boyhood. Danforth would have made York a sergeant
except for York's religious convictions about killing. In
one conversation, York told Danforth that he would kill
enemy soldiers, "but he gravely warned Danforth, he
would hold the captain responsible for the lives he had
taken when he [York] appeared before God in Heaven
on Judgment Day."2
Danforth tried in several counseling sessions to convince York that killing enemy soldiers in a just war is
not against the word of God. York wouldn't budge. Danforth then discussed York with the battalion commander, Major George E. Buxton, a deeply religious man
who knew the Bible as well as York did. Buxton said,
"Bring him to my hut tonight."s That night the three
talked for a long time. Danforth listened to Major Buxton and York arguing the morality of war, each quoting the Bible to support his position. "As Buxton listened to Danforth's account, he sensed that York was a
man well worth salvaging, if he could be made to listen.
He felt that for all the mountaineer's dedication to the
principles of the sect to which he belonged, there was
some nagging thought in the back of the man's mind
which would not let him play the role of conscientious
objector."4
Finally, the Major told Danforth to send York home
on leave. "To York he said, 'That will give you time to
do some thinking and praying. If you can then find it
2Bruce Jacob., Heroe.
3Jacob., p 66.
4Jacobs, p 66.

of the Army,

p 66.

in your heart to return with a free conscience, we will
take you with us. If you cannot ... I will see that you
are let out."5
York went home and was in the agony of a true ethical dilemma for 2 weeks. He had no one to turn to for
help. He had to resolve the dilemma by himself. Finally,
on the last day of his leave, after searching the deepest
regions of his mind and soul, he decided that for him
the highest moral good was to go to war with
Company G.
"He rejoined his company and told Captain Danforth
that he had become convinced that he could fight for
his country without violating the precepts of his faith.
From that day on York marched in the ranks with a
light heart and clear mind."6 York changed his own belief about the "moral rightness" of war. It is important
to note, however, that York respected Danforth and Buxton. It appears that their sincere concern and compassion for York's dilemma had a strong influence on
York's decision to fight. The point is that "respected"
leaders can have a real influence on the beliefs, values,
and character of subordinates.
York's decision had great consequenceswhen he accomplished an almost unbelievable exploit that displayed important character traits-courage, competence, commitment, creativity, and initiative.
"... the essence of Alvin York's life was compressed
into four hours of October 8, 1918,in the mud and blood
of the Argonne Forest [in France]. In the war's last big
push, York was a corporal in Company G of the 82nd
Division's 328th Regiment ... on the front line at
Chatel-Chehery. At 6:10 a.m., G Company was ordered
to advance two miles and to seize a German-held rail
point. Hidden in woods overlooking a valley, a German
machine-gun battalion opened up on the company,
killed most of its forward ranks.
5Jacobs. p 67.
6Jacobs. p 67.

"York was part of a 17-man detail ordered to seek
out the machine guns. The detail pursued two Germans
into thick underbrush, suddenly burst into an open
space-which happened to be ... an enemy battalion
headquarters. Startled while lounging around after their
breakfast, most of the Germans started to surrender.
Then German machine guns started raking the area
from only 30 yards away. Of the Americans, only York
and seven privates survived. While the seven privates
sr.rambled into the brush, York, still surrounded by
some ready-to-give-up Germans, crouched in the mud,
quickly went to work with his Springfield.
"The enemy gunners could not hit York without
wounding' some of their own soldiers. And no German
who peered over his gun to figure out what to do lived
long enough to regret it. 'Every time one of 'em raised
his head, I jes' teched him off,' York later explained.
He fired 17 times-and 17 enemy soldiers died. Finally,
German officers on the hill ... sent eight men charging
him with bayonets. York had used up all his rifle bullets, but he took out his pistol and picked off all eight,
firing from rear to front-just as he had often potted a
flock of wild turkeys back home.
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"That was too much for a German major lying on
the ground near York. He figured York was backed by
more Yanks in the brush, said he would order his men
to surrender if York would stop shooting. Ninety Germans promptly lined up by twos for York and his seven
. . . buddies. 'How many men have you.' asked the
startled major. 'I got aplenty,' replied York. With himself at the head of the column and his men strung
along its sides, York marched off his catch. When more
machine-gun crews loomed ahead, York put his pistol
to the German major's head, got him to order their sur·
render. Eventually, York herded 132 prisoners into his
battalion. field headquarters.
"Army investigators later found 25 German bodies,
counted 35 machine guns put out of action by York.
French Marshal Ferdinand Foch told him: 'What you
did was the greatest thing accomplished by any private
soldier of all the armies of Europe.' York went back to
the United States a sergeant with the Medal of Honor,
received a wild hero's welcome.
"York tersely rejected every offer to capitalize on his
heroism, declared: 'This uniform ain't for sale.' He reo
turned to a simple life in the mountains with his wife,
Gracie, and reared seven children. He made several
tours in the early '20s to raise money for a grammar
and high school at home, only yielded to repeated pleas
to permit a movie of his life when convinced that it
might inspire patriotism ...
"York's only complaint about the film was over its
portrayal of how he 'got religion.' According to Hollywood, he was knocked off a mule by a bolt of lightning. But York explained it differently: 'That weren't
the right-down facts of it. You see, I had met Miss
Gracie. Miss Gracie said that she wouldn't let me come
a-courting until I'd quit my mean drinking, fighting,
and card flipping. So you see I was struck down by the
power of love and the Great God Almighty all together."7

Alvin York died in September 1964.He was
Sergeant a soldier of character. After he changed
a true hero,b t drinking and cards, he was a man of
his values a oud character-before the war, during it,
strong and. gO~n 8 October 1918, his character and
and afterb~t. d to enable him-one soldier-to destroy
. enemy maskI'lls comI me d effectiveness of an entIre
th~ mora eb:~alion, just before it was suppo~ed.to.~upchme gun
G
n counterattack on York s dIvIsIon.
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All people have values, beliefs, traits 0 c arac e:,
emotions
and needs. The success of any army IS
greatly de~endent on how well the leader~ of tb;at army
can develop strong and moral character In theIr young
leaders and troops.
Much can be learned from studying ~ow a:mies
have instilled beliefs, character, and skills In theIr sOlf
diers. It is important to know about the ~haracter. 0
the soldiers of our Allies and of our potent~al e~e~Ies.
One way to learn this is to study then mIlItary
history.
Rifleman Dodd, by C.S. Forester, a historical nove}
based on fact gives us insight into the developm~nt 0
,
. l's In soId'Iers. It descrIbes a
values character
and skl1
,
,
'h
t r neceslow-ranking infantr~ sol~ier ~Ith the c arac e Riflesary to carry out hIS behefs In duty and honor.
man Dodd was a remarkable hero under difficult wartime circumstances.

Rifleman Dodd
The setting is in Portugal during the Peninsular
Campaigns of the early 1800s. During this period,
Napoleon's French Army invaded and laid waste to a
portion of Portugal while in pursuit of the English forces under Wellington. The English withdrew to a seemingly impregnable defensive position near the Tagus
River. Wellington ordered the countryside evacuated and
all crops, animals, and grain stores destroyed so that
the French Army would not be able to support itself. In
addition to the English Army, the major enemies of the
French were starvation and Portuguese guerrillas fighting on the side of the English.
Rifleman Dodd had been with the 95th Light Infantry Regiment for 5 years of war on the Peninsula. He
was an average rifleman in a distinguished light infantry regiment. During a rearguard action Dodd was cut
off from his unit. Though he escaped the French, he
found the entire French Army between himself and his
regiment. He met a band of Portuguese guerrillas. Minutes later, Dodd and the guerrillas had a chance encounter with French cavalry. Lacking training and discipline, the guerrillas scattered in confusion. Dodd's excellent military training and experience enabled him to devise a plan quickly. Taking charge, he led the guerrillas
in a series of ranger-type raids on the vulnerable flanks
of the cavalry. The guerrillas were astounded at his leadership and tactical competence, and although he could
not speak Portuguese, he quickly became their military
leader. He led this band on many successful guerrilla
raids in which he and his small band defeated, demoralized, or disrupted hundreds of the enemy.
Duty was always Dodd's guiding motivation, but his
concept of it broadened and deepened as he gained experience operating alone and as a guerrilla leader. Since
he could not cross the Tagus River to join his regiment,
he resolved to do his best to serve the English Army's
goals as he understood them. On his own initiative, he

performed a dangerouS reconnaissance with Bernardino,
his guerrilla guide, and pieced together the strategic
situation.
During the reconnaissance, he observed French units
constructing parts of a bridge. He learned that the
bridge was to be assembled at the Tagus River, some
distance away. He saw the bridge as a real threat to
the English Army. Although knowing that he probably
would not survive, he took on the mission to destroy
the bridge. He planned a 25-milejourney through Frenchheld territory. On the journey, his two portuguese companions were captured and brutally killed. Dodd continued alone and, in a brave and remarkably wellplanned one-man raid, he killed two sentries and burned
the bridge before the French garrison could react.
Rifleman Dodd is a remarkable book about a soldier
of character under the great stress of war. What lessons
of tactics, duty, patience, judgment, initiative, and leadership can be learned from this historical novel about a
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war in the early 1800s? What factors in Dodd's experience, education, training, and character enabled him
to control his fears and avoid despair when he was
alone against seemingly insurmountable odds? Why did
he become the idolized leader of a group of foreign
guerrillas?
Dodd had no education. He was a simple Sussex
country lad when he joined the Army at 17 years of
age. He understood and believed, however, in the meaning of duty. His regimental officers and NCOs had
taught him that his duty was to do his best to fight
and to serve his regiment. He knew that duty included
all aspects of the daily maintenance of equipment, use
of weapons, and above all-competence.
His leaders
taught him that his honor as a man and as a soldier
depended upon always doing his duty as best he could.
"And, as for despair-there
was no room for despair
in Dodd's make-up. The regiment had taught him that
he must do his duty or die in the attempt; a simple
enough religion fit for his simple mind. As long as
there was breath in his body or a thought in his mind
he must struggle on; as long as he went on trying there
was no need to meditate on success or failure. The only
reward for the doing of his duty would be the knowledge that his duty was being done. That was how honor
called."8
Forester gives the reader an insight into the subconscious connection in Dodd's mind between duty and
happiness.
"Yet if he had been asked if ... he were happy, he
would not have known what to reply. He would have
admitted readily enough that he was uncomfortable
t~at he was cold, and badly fed, and verminous; that
hIS clothes were in rags, and his feet and knees and
elbows raw and bleeding through much walking and
crawling; that he was in ever-present peril of his life,
and that he really did not expect to survive the adven-
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Thus he could control his fea~s and keep ?is
thoughts and energy focused on creatmg and executll~g
plans to disrupt the enemy and to return to hIS
regiment.
Again and again, Dodd and his guerrillas triumphed
over the much larger, stronger French forces. He ~lways
had a clear, logical plan, the character to carry It out,
and military skills superior to those of the. enemy. Dodd
frequently found himself in combat WIt? a French
squad led by Sergeant Godinot. The c?m~anson ?et~een
Dodd and Sergeant Godinot and Godmot s men IS mteresting. Dodd was not innately
a better man than
Sergeant Godinot, but the difference between t?em was
Dodd's years of training, leadership, and expenence.
Dodd had developed the character and skills of. a
soldier. As a result, in any situation or .in ~ny. ter~am,
the right thoughts and actions came to hIm mstmctIvely
and automatically.
He trained himself to wake at a
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TRAITS OF CHARACTER
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Integrity is utter sincerity, honesty, and candor. It
is avoidance of any kind of deceptive, shallow, or expedient behavior. A leader of integrity strictly adheres to
his code of professional beliefs and values. Chamberlain, Randall, York, and Dodd are all excellent examples of leaders who had integrity.
Maturity refers to the sense of responsibility a person has developed. A mature leader does not make impulsive decisions based on childlike emotional desires
or feelings. He makes wise decisions based on reason
and moral principles. His emotions are subordinate to
his reason. He controls and channels his emotions constructively to help and inspire others. Chamberlain, Randall, York, and Dodd were mature. Alden was immature, given to childish displays of emotion.
Will is the perseverance to accomplish a goal, regardless of seemingly insurmountable obstacles. Chamberlain and the soldiers of the 20th Maine on Little Round
Top are excellent examples of soldiers with strong will.
Rifleman Dodd's torturous journey to destroy the bridge
over the Tagus River is another example.
Self-discipline is forcing yourself to do your dutywhat you ought to do-regardless of how tired or unwilling you may be. Chamberlain showed self-discipline
when he studied tactics every night after taps. Leaders
who force themselves to complete correspondence courses
systematically are showing self-discipline. If you have
such discipline, you will be dependable. Your seniors
and subordinates appreciate dependability. A disciplined
unit-one that does what it ought to do, when it ought
to do it-is a product of disciplined leaders who instill
self-discipline in their soldiers by example, standards,
and training.
Flexibility is the capability to make timely and appropriate changes in thinking, plans, or methods when you
see, or when others convince you, that there is a better

way. Chamberlain showed flexibility while his unit was
under a heavy frontal assault when he extended and
"refused" his left flank, forming a line at right angles
to his existing line. He had to invent that tactic to fit
his situation; he was not bound by tactical rules or
formulas. Sergeant York showed quick thinking and flexibility throughout his gallant adventure.
Confidence is the assurance that you and your soldiers will be successful in whatever you do. Confidence
shows in your bearing, in the look in your eye, in the
tone of your voice, in your enthusiasm, in what you
say, and in what you do. If you, the leader, are not
confident about the outcome of a mission or a problem,
it is unlikely that your soldiers will be confident. Chamberlain, Randall, Sergeant York, and Rifleman Dodd all
behaved in a way that showed inner confidence springing from a belief in themselves, their cause, and their
professional knowledge and skills.

Endurance includes mental, spiritual, and physical
stamina. It is the ability to keep going mentally, spiritually, and physically over prolonged periods of stress.
Chamberlain and his soldiers showed this trait throughout the agonizing years of the war. Toward the end of
the war, after he had been severely wounded and his
health was impaired, it was Chamberlain's
enduring
mind and spirit that triumphed and provided inspirational leadership in the key battles that led to Lee's
surrender.
Decisiveness is the ability to use sound judgment
and make a good decision at the right time. Timing is
a critically important element of decisiveness. Colonel
Chamberlain's decision to charge at Little Round Top
was perfectly timed and contributed to victory. That
same decision earlier or later would probably have
been disastrous. Sergeant York showed decisiveness
after realizing that he, his 7 soldiers, and their 90 German prisoners were inside German lines. To get back
to friendly lines he would have to go through a line of

occupied German trenches. Boldly, he decided to march
to the German trenches
where he demanded
and
received the surrender of 42 more German soldiers.
Coolness under stress is a confident calmness in
looks and behavior. Chamberlain and Randall showed
coolness under stress. They were not "totally calm" in
the prelude to battle or during it-but they controlled
their adrenaline and fears and acted with outward calmnesS. In turn, this self-control helped calm them and
their soldiers. Staff Sergeant Sanchez showed coolness
under stress when she controlled her emotions, forced
her mind to think clearly, and decided on an ethical
course of action. ("Incident in the Personnel and Administration Center," chapter 4.)
Initiative is the ability to take actions that you believe will accomplish unit goals without waiting for orders or supervision. It includes boldness-. Specialist
Jenkins-the
soldier in "The Face of Future Battle"
who initiated the attack on the enemy headquartersshowed initiative and boldness. Rifleman Dodd showed
these qualities in his attacks on the French Army, his
analysis of the situation, and his attack on the bridge
over the Tagus River.
Justice is the fair treatment of all people regardless
of race, religion, color, sex, age, or national origin. As
a just leader, you must give rewards according to merit
and performance. You must investigate thoroughly the
true causes of an offense and take appropriate and fair
action. Prejudice is the enemy of justice. It is prejudging a person favorably or unfavorably because of some
aspect of the person, such as race or sex, that has no
connection with the person's ability or potential. Justice was lacking in the way Captain Alden treated the
soldiers who went to the inspector general. Alden also
held prejudices about his troops. He saw them as lazy,
needing to be motivated by fear. On the other hand,
Chamberlain showed justice in the way he handled the
2d Maine mutineers.

Self-improvement
is shown by reading, studying,
seeking challenging assignments, and working to
strengthen beliefs, values, ethics, character, knowledge,
and skills. Captain Randall, through his talks with subordinates, was continually striving to improve his company and his own leadership. Chamberlain's after-taps
study of tactics and war is another good example of
self-improvement.
Assertiveness is taking charge when necessary, making your ideas known, helping to define the problem,
and getting others to do the right thing to solve the
problem. Riflemen Dodd showed assertiveness when he
took charge of the guerrillas, made a plan, and attacked the French cavalry.
Empathy or compassion is being sensitive to the feelings, values, interests, and well-being of others. It
includes making suggestions that help people with problems. Captain Randall showed empathy in his dealings
and talks with his soldiers. Randall's soldiers knew
that he really cared about them. Captain Danforth and
Major Buxton showed empathy when they helped York
with his religious dilemma. Colonel Chamberlain displayed empathy in his dealings with the 2d Maine
mutineers. What if Chamberlain had not displayed
empathy for these men? They probably would not have
fought for the 20th Maine at Little Round Top.
A sense of humor is shown by not taking yourself
too seriously and by contributing to the laughter and
morale of the people around you. A sense of humor
eases tension; combats fear and depression; and enhances communication, trust, and respect.
Creativity is demonstrated by thinking of new and
better goals, ideas, programs, and solutions to problems.
Colonel Chamberlain's decisions to extend his line and
to charge showed creativity and imagination. Previous
training had not addressed those types of situations,
but his mind created the correct answers under the
great stress of battle.

Bearing is shown by posture, overall appearance,
and manner of physical movement. Your bearing is an
outward display to others of the state of your inlier
feelings, fears, and overall inner confidence. Your bearing can either hurt the confidence of your soldiers or
help inspire them.
Humility is admitting weaknesses or imperfections in
your character, knowledge, and skills. It is acknowledging mistakes and taking the appropriate action to correct those mistakes. Captain Randall showed humility
by listening to his soldiers' perceptions of problems in
the company. Captain Alden showed that he lacked
humility, as well as justice, by the way he handled the
five soldiers who complained to the inspector general.
Tact is a sensitive perception of people, their values,
feelings, and views which allows positive interaction.
Captain Randall was sensitive to his soldiers and
treated them with tact.
This list of important traits of character is not complete. Science has not been able to give us a formula
for the combination of traits that will lead to success
in all situations. We know, however, that a leader's
character-that combination of his personality traitscan be the determining force of victory or defeat. We
know from experience that some traits are essential to
being a good soldier and leader. The purpose of this
chapter is to make you aware of the importance of intangible character traits and to explain how you can
work to develop character in yourself and others.

CHARACTER BUILDING
Building character demands the honesty to determine your own character weaknesses. Have you demonstrated the self-discipline and will upon which strong
character is based? How have you handled the tough
situations? Sometimes you are the best judge of your
strengths and weaknesses. Other times you have blindspots that k~ep you from seeing your own weaknesses.

Captain Alden was not a bad person. He thought
he .had all the necessary beliefs, values, character
traIts, knowledge, and skills. But he had psychological
blocks that prevented him from seeing his weaknesses.
Had he seen and accepted them, he could have corrected them. His real downfall was that he was not
open to honest feedback from his subordinates and
others, such as the inspector general.
You must be open to feedback and advice. However
you must take the responsibility for continually bUild~
ing and strengthening your character. Others can help
but they cannot do it for you. Also, you are responsi~
ble for helping subordinate leaders and soldiers build
their own character.
To build character in yourself or subordinates. you
sho~d,
• Determine as best you can the present situation and
status of values and traits.
.
• Determine w~at values and traits you desire to instill.
If you are seekIng to develop character in subordinates
you normally should communicate this fact to them. '
• Establish an environment that supports the development of the desired values and traits.
• Reward tho.se actions which support the desired
values and traIts, and penalize actions that do not.
• Model on the people you want to be like. Be the example for your subordinates in terms of the values and
traIts you want them to have.
~ ou build ?haracter by hard work, study, and challengI~g expenences. You develop habits of living and
wor~Ing that force you, on a daily basis, to work hard
co~tInually to develop your mind and your personality
traIts.
When Ch.a~be.rlain was a boy his father taught him
about self-dIscIplIne, .will, and perseverance. One day
the b?ys ,,:,ere clearIng rocks from a field on their
father s MaIne farm. Returning from the field they told

h· father that there was one rock that was too large
t elr ve He said "Go move it," and they did. Chamtoerlain's
mo . father taught hIm
··f that I a tas k was sal·d ..t 0
~e "impossible," the only thing to do was to attack It
and accomplish it.
.
This early training had an effect on ChamberlaIn.
A
teenager he decided he wanted to learn Greek.
H: :hut himself in the attic and studied from morning
to night until he had mastered ~ Greek ~a~~ar book.
The more you exercise your WIll, self-dISCIplIne, and
other important traits, t~e more you strengthen and
temper the steel of your character.
Chamberlain's religious training had a strong impact on the g~od part of his .c~aracter. He studied for
3 years in semInary to be a mInIster. He held the JudeoChristian values of selflessness, res~ect, k~ndnes~ and
compassion for others. H~ de~ply behe~ed In the Ideals
of the Union-freedom, JustIce, equahty, and human
dignity and he always tried to use his influence to
build these values. They were his major motivating
force during the war. If they are your major motivating force as a leader, you will not go wrong.
You may think that it is impossible to build traits
of character. This is not true. Theodore Roosevelt was
a sickly, pampered son of a wealthy, socialite family.
He decided to change himself, and over the years he
became a strong outdoorsman, big game hunter, and
adventurer. He became the leader of the famous
"Rough Riders," a volunteer regiment which made history during the Spanish-American War. He went on to
become a great American leader-governor
of New
York and President of the United States.
Character normally develops over a long period of
time from behaving consistently with the right values
and norms. For this reason, it is important that so.ldiers be well led and well trained beginning with theIr
induction into the service. When soldiers and young
leaders begin their training in the Army, most are psychologically ready for change. They want to become

better people through Army life and training. They are
prepared to give up some of their old values and habits and adopt the values, habits, and practices of the
Army. It is essential, therefore, that all units have effective programs for integrating new soldiers into a unit.
Leaders must ensure that the right military values and
norms of working, training,
and living are being
taught, demanded, reinforced, and demonstrated. These
values and norms contribute to the development of
character.

BUILDING CHARACTER IN SUBORDINATES
The following
case, based on fact, shows one
sergeant's
methods for improving his subordinates'
character.

Incident in Vietnam
After several weeks in Vietnam, a young platoon sergeant was amazed to learn that his soldiers would not
keep their rifles clean and dig proper foxholes at night.
He had thought that the instinct for survival would
cause soldiers to keep their weapons clean and to dig
in well at night. He was wrong. Soldiers get tired and
hungry, and often think they won't be attacked. They
usually choose to eat and sleep before they clean weapons and dig in. The platoon sergeant found that he
had to force his soldiers to develop the habits of cleaning the weapons to standard every day and of digging
foxholes to standard every night. He had to establish a
set priority of work when moving into a defensive position-security out, some soldiers dig in while some clean
weapons, then eat and sleep.
The platoon sergeant established an SOP that each
man would clean his weapon each day when the platoon stopped its movement. Each squad leader was required to inspect weapons daily and to report his rifle
inspection to the platoon sergeant. The platoon sergeant
would inspect n sample of the platoon's weapons each
day. The platoon sergeant issued another SOP that fox-

holes would be dug properly each night. Squad leaders
would inspect and report to the platoon sergeant, who
would check each foxhole as he walked the line alld
talked with the troops.
On the second night the foxhole policy was in effect,
the platoon sergeant was checking the perimeter about
1900. He found one inadequate foxhole. He ordered the
squad leader to have the foxhole dug properly. About
midnight he again inspected to find that the foxhole
was still much below standard. The platoon sergeant's
will was being tested by the soldiers. He told the soldier on guard to awaken the other two soldiers. The
platoon sergeant awoke the squad leader and counseled
him, telling him to ensure that the foxhole was dug correctly. He said that no one would sleep until it was
done. The platoon sergeant returned in about an hour
to find the foxhole dug to standard.
Initially there was a little grumbling about "inspecting weapons and foxholes in combat," but the soldiers
realized the platoon sergeant made the policies for combat readiness and for their well-being. At first the platoon sergeant found many weapons improperly cleaned.
He counseled and coached the squad leaders and troops
involved and kept checking until the weapons were
cleaned correctly. Within a few days each soldier was
in the habit of cleaning his weapon well every day.
They were proud to show their clean weapons to their
platoon sergeant. He had taught them a lesson in duty,
responsibility, and dependability.
~:~
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and will
and enforce standards and policies. Word of
~ent quickly spread. Respect for the platoon
Increased.

about

the plato check
this incisergeant

• The platoon sergeant's SOPs on weapons and foxholes forced the soldiers to develop soldierly habits. Remember the socialization process. People tend to develop
values to justify their behavior. These two SOPs
(norms), and others like them caused habits of behavior which became instilled in the squad leaders and
troops as the values and traits of duty, responsibility,
and self-discipline.
• These and other SOPs paid off for this platoon sergeant and his unit in combat. The soldiers of the platoon realized their success in combat was due primarily
to the platoon sergeant's values, sound thinking, and
policies. Their confidence in him, themselves, and the
unit increased. They knew they could fight and win.

CHANGING CHARACTER OF
PROBLEM SOLDIERS
You may question how much you can change the
character of a soldier. What if you ,have a soldier who
comes from an environment where the parents themselves set a bad example or the soldier received a poor
education? Take the example of a soldier who comes
from a neighborhood where lying, cheating, and stealing were the informal norms of groups of young people. These norms became instilled in him as values
while he was growing up. Lying to authority, "getting
over," "shamming," and taking advantage of t"thesystem"
have been normal behavior to this soldier. He is undependable and irresponsible; he lacks self-discipline. Can
this soldier change? Can soldierly values and character traits be instilled in him? What is your responsibility to this soldier?
You must understand human nature. There is good
and bad in everyone. A leader must suppress the bad
and bring out the good in each soldier. Counterproductive beliefs and values can be eliminated if the person
wants to change. Professional beliefs and values can
be instilled if the person wants to change. Character
can be developed if the person wants to develop it.

Many problem soldiers want to improve. People need
discipline, organization, and a good set of beliefs,
value's, policies, and habits to live by. They develop an
inner satisfaction and confidence from doing the right
thing and working hard.
You will not be able to influence the beliefs, values,
and character traits of all your soldiers, but you can
have a positive influence on most soldiers. You have a
responsibility to make good soldiers out of the people
in your unit, even the problem soldiers.
Gaining the respect of your soldiers is important. A
respected leader influences his soldiers by setting a
good example and by teaching, coaching, counseling,
training, and disciplining. If the soldier has no desire
to change or to adopt soldierly values and traits after
you and your subordinates have done your best to
teach those values and traits, take action to eliminate
him from the Army. He will be a disruptive influence
on discipline and cohesion in your unit.
If you are a respected leader, you will be successful
in creating a leadership climate which causes most of
your soldiers to develop the right professional values
and character traits. If you are a good leader, you have
the power to change people from individuals motivated
by self-interest into soldiers who are motivated to serve
their unit and their country selflessly.
You have another major responsibility in developing
the character of subordinates. You must give your soldiers the confidence that they can develop their character. Give your soldiers the belief that you are on their
side, helping them. Of course, they must realize that
the mission comes first. Without accomplishment of the
mission, a unit is ineffective and might as well not
exist. They need to know, however, that as long as
they are doing their duty to accomplish the mission,
you will do all in your power to help them become bett~r soldiers and better people. If they believe that you
sIncerely care about them and want them to develop

the correct values and traits because that is right for
them, it helps give them confidence to become soldiers
of character and ability,

SUMMARY
Character is the sum total of your personality traits,
It is the link between your values and your behavior,
It determines whether you will have the inner strength
and tenacity to behave consistently in terms of your
values regardless of stress, danger, or consequences, It
affects how well you learn and apply critical leadership skills, It is what keeps you going-driving you forward toward your goals-when all other sources of
energy and motivation are gone, Character is the inner
power source of leadership and, in this sense, it is the
source of all good leadership,
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the correct values and traits because that is right for
them, it helps give them confidence to become soldiers
of character and ability.

SUMMARY
Character is the sum total of your personality traits.
It is the link between your values and your behavior.
It determines whether you will have the inner strength
and tenacity to behave consistently in terms of your
values regardless of stress, danger, or consequences. It
affects how well you learn and apply critical leadership skills. It is what keeps you going-driving you forward toward your goals-:-when all other sources of
energy and motivation are gone. Character is the inner
power source of leadership and, in this sense, it is the
source of all good leadership.
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And there are things you must know to do your duty
as a leader. Chapters 7, 8, 9, and 10 focus on what a
leader must do (provide direction, implement,
and
motivate). To do these things, you must know (understand) the four factors of leadership (yourself, your followers, communication, and the situation) and how they
can affect each other. The more you understand the
four factors and how they interact, the better able you
will be to provide direction, implement, and motivate.
This chapter explains what you need to know about
yourself, human nature, your job, and your unit to be
an effective leader. This knowledge will give you a
stronger foundation for what you must be and what
you must do. Keep in mind as you read this chapter
that knowledge is far more than memorizing information. Knowledge is the understanding of information.

KNOW YOURSELF
"Know thyself. n1 To lead others successfully, you
must know about people and human nature; but before you
can understand

other people, you must know yourself.

Using chapter 5 as a guide to self-evaluation, you
can better understand yourself, your personality, your
strengths, and your weaknesses. Are you an analytical
person who likes to work objectively with facts, or are
you intuitive, preferring to rely on your instincts and
feelings as you make decisions? Are you warm or cold
to the feelings of other people? Are you introverted,
tending to be a loner, or extroverted, relating easily to
other people? Are your actions directed toward your
personal interest, or do you give of your thoughts and
time to help others? Do you like a planned, orderly way
of life or a flexible, spontaneous one?
Everyone has strengths and weaknesses. Crucial to
your development as a person and a leader is knowing
your own strengths
and weaknesses.
You can then
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Human nature is the common set of qualities shared
by all human beings. Chapters 4 and 5 examined some
of these qualities-beliefs, values, and character traitsof individuals. Now we will examine other aspects of
human nature important to soldiers: the potential for
good and bad behavior in all humans, stress factors
influencing fear and panic, and human needs. If you
understand these and how they affect the behavior of
people under various conditions of stress, you will be
on your way to becoming a skilled, inspirational leader.
POTENTIAL

FOR GOOD AND BAD BEHAVIOR

All people have the potential for good and bad behavior. One of your most important jobs as a leader is
to suppress the bad, bring out the good, and direct that
good behavior to the accomplishment of unit missions.
Most people want to do the right thing, but, unfortunately, many lack the moral fiber or character to behave well under temptation or stress. A leader must
realize this and know the conditions that bring out the
good and the bad in people. He can then encourage
the good and suppress the bad. The following example
illustrates this point.
An American company was moving at night in
Vietnam. They had been taking casualties from deadly,
unseen booby traps. As they neared a village, they were
fired on by Viet Cong snipers who quickly retreated
after killing a private and a lieutenant. It was dark,
and the American soldiers were scared, anguished,
resentful, and frustrated. They urged the commander
to let them go into that village and kill whoever had
killed the soldier and the lieutenant. The commander
was also anguished and frustrated, but he controlled
his emotions. He foresaw what could happen. Surprise,
ambush, and retreat were standard Viet Cong tactics.
Since the commander knew that the ambushers were
probably gone, he did not allow movement toward the
village. If the soldiers had gone into the village in their
emotional state, they might have lost control and caused

.ne"cusable deaths and damage. In turn this would
have created hatred in the Vietnamese and motivated
more of them to become Viet Cong guerrillas.
War can bring out the worst in human nature. There
are e"amples in war of people committing horrible
atrocities, such as the murder of disarmed prisoners
and innocent civilians. Leaders must exercise selfdiscipline to bring out the good and suppr~ss the bad
in their subordinates.
Why do such acts occur? A veneer of civilization
separates people from their baser desires. The stresses
of war often crack that veneer. It is the leader's job to
understand the stressful conditions, such as fear, exhaustion, loss of comrades, hunger, and deprivation of
sexual needs, that can break that veneer.
Some people take the view that atrocities are inevitable in war, that it is human nature, and that nothing
can be done about it. It is true that human nature,
allowed to run its course under certain conditions of
war, will produce atrocities. It is also true that leaders
can and must prevent atrocities. In nearly every case
where atrocities have occurred in history, there was a
leader who condoned or encouraged them. If the leader
had controlled his own emotions, set the correct example, and given appropriate orders, the atrocities would
not have been committed. A leader who values the
American ideals of truth, justice, freedom, and human
dignity does not condone atrocities. He controls himself
and his soldiers, no matter how difficult the situation.
The fundamental point of this discussion is that a
leader must suppress the bad in his subordinates, bring
out the good, and apply that good behavior to mission
accomplishment.
FEAR
The stresses of family life, garrison life, training,
and war can bring out the bad in people. They can
also cause a dangerous emotion-fear. Fear, if not controlled, can lead to cowardly behavior in an individual
or to panic in a unit.

Fear is a common quality of human nature, one that
we all experience. Earlier in this manual you read
about several examples of fear in combat. Two resulted
in panic-Colonel Oates' Alabama regiments at Little
Round Top and Alden's company in "The Face of Future Battle." The following account illustrates the fear
of soldiers in war.
During their baptism of fire at the Battle of Antietam,
the men of the 20th Maine felt fear of battle for the
first time. As they heard the sounds of fighting across
the Potomac River and prepared to cross, "the imminence
of personal death began to develop its involuntary,
uncontrollable physiological reactions-the
too-fast,
too-hard pounding of the heart, the dry knotting of the
stomach, and a general shakiness."2 Before the fight
at Little Round Top, the men of the 20th Maine felt
"blood beating harder and faster through the arteries;
lungs seeming to dilate deep down, reaching for more
oxygen; stomach and intestines shrinking and stopping
all movement; and tension rising to the point where it
could sha~ a man like the passage of a powerful
electric current.,,3
Fear causes definite physical reactions. You can see
it in the eyes and sense it in the shakiness of a soldier
or of yourself. Fear is an emotion that occurs naturally
in soldiers before or during battle. What is important
is how a person handles fear, and this depends on competence, confidence, and strength of character.
Courage is not the absence of fear. It is the ability
to act as you believe you should in spite of fear. It is
the domination of will over instinct and fear. Competence and a belief in one's ability to succeed if he tries
are powerful agents in counteracting fear. A soldier
feels fear in direct proportion to his belief that he may
fail. As a leader, you can do many things to counteract
fear and other types of stress by building competence
and confidence in your soldiers.
2John J. Pullen, The Twentieth Maine, P 27.
3Pullen, P 115.

Train your soldiers to be superbly competent as individuals and as a team. Competence builds confidence.
Confidence bolsters morale, courage, and the will to
fight.
Set the example by controlling your fear. Show
courage, confidence, and self-control, as Chamberlain
did when he sensed panic as his troops were retreating
across the river at the Battle of Antietam. He turned
his horse, faced the enemy, and calmly encouraged his
soldiers.
Prepare your soldiers for the fears of battle. Describe
the carnage and confusion of the battlefield by reading
quotations from books such as The Face of Battle by
John Keegan, Men Against Fire by S. L. A. Marshall,
The Red Badge of Courage by Stephen Crane, Once
An Eagle by Anton Myrer, The Forgotten Soldier by
Guy Sajer, and The Twentieth Maine by John J. Pullen.
Discuss what combat will be like; discuss the details
of past battles. Talk about why some units panicked
while others had the cohesion and discipline to hold
together. Explain the isolation a soldier feels on the
battlefield when his unit comes under fire and all
soldiers hit the ground. When all go to ground, the
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Individual soldier cannot see his comrades; he cannot
see the enemy; he feels alone. Without proper training
and confidence, this isolation can cause paralyzing fear.
Do not push your soldiers unnecessarily, as fatigue
drains courage! Give them adequate food, water, rest,
and protection from the weather. In the words of
S. L. A. Marshall:
"In battle, whatever wears out the muscles reacts
on the mind and whatever impairs the mind drains
physical strength. Tired men take fright more easily.
Frightened men swiftly tire. . . . Half of control during
battle comes from the commander's avoiding useless
expenditure of the physical resources of his men while
taking action to break the hold of fear." He went on
to say: "As a man becomes dehydrated during summer
fighting, his courage flows out through his pores, along
with his muscular strength. He loses the will to fight
or to take constructive action.,,4
"After a wearing approach march and entrenching,
two [American] rifle companies went into a perimeter
[defense] on adjoining ridges [in Korea]. They were the
same strength; the positions were about equal. Both
units were dog tired. One commander ordered a 100
percent alert. The other put his men in the sacks and
with a few of his NCOs kept watch. Thirty minutes
later the Chinese attacked. The first company was
routed and driven from its hill immediately. The second
bounded from its sleeping bags, fought like tigers, and
held the position until finally ordered ... to withdraw.,,5
Here is an example of how not to suppress fear.
In World War I, the German Army launched its
third great Marne offensive in May 1918. The offensive
wa~ achieving success along much of the front, including that part defended by the 1st US Infantry Division.
All the normal reserves had been committed to create
additional combat power. All the supply and technical
troops were collected into two provisional battalions
48. L. A. Marshall,
5Marshall, p vii.
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Load and the Mobility of a Nation, pp 46-47.
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Another important emotion is the feeling of being a
part of something that is more important than oneself.
This is crucial because it leads to cohesiveness in a
unit. It generallY occurs after a unit has gone through
experiences which caused the soldiers to feel positive
about themselves, each other, their leaders, and their
unit. It encompasses and reinforces the other positive
feelings. This feeling of unit wholeness creates invisible
but powerful bonds of mutual respect, mutual confidence, mutual trust, and communication.
An individual's pride in being a member of the unit
is a motivating part of the identity and self-image of
the soldier. When he feels this bond with other unit
members, the soldier is motivated to do his duty. This
feeling of duty to the unit helps the soldier master fear
.L.L~
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and selfishness.
This feeling motivated the men of the 20th Maine,
Rifleman Dodd, Sergeant York, and the soldiers of
C Company in "The Face of Future Battle." Recall that
Rifleman Dodd, separated from his regiment by the
enemy army, was primarily motivated by his desire to
do his duty as he thought his regimental sergeants and
officers would want him to. An entire army between
Dodd and his unit could not break the invisible bond
which existed between Dodd and the consciousness of
his unit.

HUMAN NEEDS

Thus far, we have discussed the potential for good
and bad behavior, fear, and the emotions related to
fear. Closely related to fear and emotions are needs.

Human needs are an important part of human nature. Values, beliefs, and customs differ from group to
group and country to country, but people all over the
world have similar human needs. As a leader, you must
understand these needs because they are powerful forces
in motivating soldiers. There are several categories of
needs which are described below.

Physical Needs. Physical needs include food, shelter,
liquids, and sleep. When these needs are deprived, the
motivation to satisfy them can sometimes overwhelm
other motivations, such as achieving the mission.
Security Needs. People need to feel secure. Your
soldiers expect you to ensure that all formations and
positions have proper security to the front, flanks, and
rear. A leader quickly loses respect if he does not show
genuine concern for the physical and security needs of
soldiers. A leader's lack of concern for these basic,
simple needs is quickly evident to perceptive soldiers
and affects their motivation to follow the leader into
dangerous situations.
Social Needs. Social needs are important motivators,
but they are less obvious than physical and security
needs. Social needs include the need for self-respect,
status, comradeship, love and affection, and the need
to belong
that
group.to a group and to be respected by others in
Men and women are social beings with instinctive
needs to be part of a group. In general, if the group
helps a person satisfy his physical, security, and social
needs, the person will abide by the rules of the group
and be a loyal member of that group. When, however,
the individual perceives that the groUp is not helping
him meet his needs, he will be dissatisfied. He will not
feel. a part of the group. Often this is the person who
becomes a problem soldier.

Higher Needs. The physical, security, and social needs
discussed thus far are lower-level human needs. Many
people never get beyond being motivated primarily by
these needs. Their beliefs and values tell them that

If-oriented needs to make money and acquire valuables
s~e the ones that result in a happy life. They never
a alize that the satisfaction of higher-level needs could
r~ve them a much deeper happiness. One of the things
fhat make humans unique is the higher-level ne~ds of
the spirit or soul. Leaders must encourage subordInates
to realize the importance of these needs. Some of these
needs are• The need for religion. From the beginning of recorded
history, most people have shown a strong need to believe in God or some form of higher religious being.
People need to explain everything that happens. Science
cannot explain everything, and that leaves a mysterious
void that people cannot tolerate. Most people need to
believe that God exists in some form of higher spiritual
being and that this spiritual being has a plan for the
universe and an explanation for the many events that
cannot be explained by reason and science.
Many people not normally religious become so in
time of war. The danger and chaos of war give rise to
the human need to believe that a greater spiritual being
is guiding one's fate for the best, regardless of whether
one lives or dies. In this sense it helps soldiers to believe that they are fighting for a cause that is moral
and right in the eyes of their religion. This is an important source of motivation for soldiers all over the
world. Remember York's dilemma. He could not rest
until he believed that God wanted him to fight.
Leaders, as well as chaplains, can assist soldiers by
bolstering their spiritual strength and their conviction
that they are doing the moral thing.

• The need for increased competence. We all have a
need to be competent and to increase our competence.
This is the need to live up to our potential, to be all
We can be, to develop all of our talents-whatever
they
are. It is the need to grow, to become abetter,
more
eff~ctive person. When this need is strong in a person,
~e IS motivated toward the achievement of goals. ReachIng goals proves to him that he is, in fact, competent

and growing in competence. The satisfaction of achiev.
ing goals reinforces the need to keep growing by achiev.
ing new, more difficult goals.
• The need to serve a worthwhile cause. Most people
will suffer hardship and danger to the degree that they
believe the mission or cause is important.
"What happens when an army loses faith in its
cause? It is in fact defeated and wholly submissive to
the enemy. Its will is defeated. Those who respect history will deem it beyond argument that belief in a
cause is the foundation
of the aggressive
will in
battle."7
This need is exemplified by soldiers of units like the
20th Maine. Because the unit had proven itself great,
each member felt that in some measure he contributed
to that greatness. This gave the soldier a feeling of
pride because he was contributing to something more
important than himself.
All humans need to feel important. We can satisfy
this need by being a contributing part of a unit that
is serving an important cause. The potential for the
satisfaction of this need is present in all units as all
US Army units are important to a crucial cause-the
defense of this nation and the ideals for which it
stands. Again, recall how Sergeant York could not fight
until he believed in the cause.
• The need to be needed, This need helps explain why
some soldiers are motivated to risk their lives to help
others, why they will unselfishly serve a cause they
believe in, and why they want to be part of an important unit. Doing these things gives them the feeling
of being needed. We want to be needed by our families,
our friends, the leaders we respect, our unit, and our
society. As the soldiers of the 20th Maine demonstrated,
this need is a powerful motivating force that contributes
to discipline, cohesion, and the will to fight.
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training, and a just cause can produce units that are
motivated by the higher-level needs which create more
effective fighting units.
It is doubtful that soldiers would fight the way the
20th Maine did at Little Round Top unless the leaders
and most of the soldiers were motivated by higher
needs. In 1864, death and disease were common in the
Union Army, but this did not deter these soldiers. Chamberlain wrote that many soldiers reenlisted when their
first 2-year enlistment was up, knowing full well that
they were facing death or maiming. Many who were
wounded and medically excused from combat found
their way back to their regiment to continue the fight.8
It would seem that these men were motivated by a
higher need to preserve their own honor and self-respect
by serving their country. This need arose from deep
beliefs in the rightness of the ideals and values of the
United States of America.
We have discussed crucial areas of knowledge involving human nature. Understanding human nature will
give you a basis for developing cohesive, disciplined
units and for successfully leading soldiers in battle. The
bibliography suggests further readings on the study of
human nature.

KNOW YOUR JOB
TECHNICAL

KNOWLEDGE

Technical knowledge is the knowledge required to
perform job tasks. In the 20th Maine, the officers and
NCOs had to know a nine-step process for loading a
musket. If they did not know the process well, they
could not teach it to their soldiers.
In the frenzy of Civil War battles, many things
could go wrong with an improperly loaded musket. In
the modern US Army, we are dependent upon equipment much more complex than a Civil War musket.
Our weapons and equipment will serve us well only if
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of modern battle, leaders of
combat support and combat service support units mUst
know tactics. The modern battlefield will have no safe
areas to the rear, to the flanks, or in the air. Our
potential enemies' tactics include deep attacks into rear
areas designed to disrupt logistics and destroy morale.
In these rear area combat operations, an adjutant gen.
eral, finance officer, or NCO may have to organize and
lead a platoon of clerks in a defense against a Well.
armed enemy unit. If they are to survive, that platoon
of finance or adjutant general clerks must be trained
in basic infantry and antiarmor tactics. Military police
units, engineers guarding key bridgeheads, air defense
artillery units, and small groups of cooks, clerks, and
maintenance soldiers may well find themselves fighting
as infantry against various types of enemy units. The
Battle of the Bulge in World War II might have been
lost without the heroic efforts of small groups of wellled, determined soldiers such as these.

T chnical and tactical knowledge is imperative to
d e oldiers successfully. Soldiers need to feel that they
le~ f~l1owing a competent leader who knows his job.
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KNOW YOUR UNIT

.

As we saw with Captain Alden, tactical and tech. al knowledge is crucial, but, by itself, it will not
nl~ke you an effective leader. You must couple it with
~nowledge of yourself and your unit-your
team of
eople. If you are to build a disciplined, cohesive unit,
~ou must know your unit. This means that you must
have a clear understanding of discipline and cohesion.
An effective unit is a group of soldiers who know themselves and each other well; care about each other; share
mutual trust, respect, confidence, and understanding;
and work as a disciplined team to accomplish common
purposes.

DISCIPLINE
Discipline exists in a unit when the unit is orderly,
obedient, controlled, and dependable. A disciplined unit
does its duty promptly and effectively in response to
orders, or even in the absence of orders. The forces that
drive a disciplined unit come from within that unit.
These forces are the values and character of the leaders
and of the individual troops.
The character of a unit is a combination of the character of the leaders and the troops who comprise it. If
the soldiers have courage, initiative, will, creative thinking, and self-discipline, the unit will tend to develop a
personality,
a character,
with these traits as its
foundation.
Self-discipline means forcing yourself to do your dutywhat you ought to do-regardless
of stress, exhaustion,
or other conditions in the situation. A disciplined unit
forces itself to do its duty in any situation. In a disciplined unit soldiers at all levels have initiative. A
g.ood subordinate does not idly watch as things deterlOr~te. In the heat of combat, when he cannot communICate with his senior, he estimates the situation,
gives orders,. and takes the actions he deems appropriate.

In a disciplined unit soldiers deeply value the character trait of self-discipline; therefore, it is a value
shared by most unit members. This shared value causes
the development of such norms as prompt obedience to
orders, dependability in performing all missions, and
initiative in the absence of orders. These norms help
create teamwork, causing all unit members to play by
the same rules of responsibility, honesty, and duty.
How do you develop discipline? Like cohesion, yoU
get it when you and your subordinate leaders apply
the essential leadership attributes and when you train
your soldiers and unit well. A cohesive, disciplined unit
is the result of effective leadership at all levels. Discipline is the essential quality of a good unit. Survival
under the stressful conditions of combat depends upon it.
The results of a well-disciplined unit are clearly observable:
• All missions are accomplished.
• Soldiers have confidence and a sharp appearance.
• Soldiers are proud of their unit; they know it has a
good reputation.
• Weapons and equipment are well-maintained.
• Soldiers at all levels are actively engaged in doing
their duties. They do not waste time.
• Soldiers cooperate; they willingly help one another.
• Training is well planned, well conducted, and thoroughly evaluated for individual and unit strengths and
weaknesses.
• In combat the unit fights successfully under stress.
Recall and compare the state of these indicators in
Alden's and Randall's companies.
What must you know to develop discipline in your
unit? You must know what Chamberlain and Randall
knew. You must know the material covered in chapters
1 through 5. Especially important is that leaders and
troops share the values explained in chapter 4 and
develop the traits of character explained in chapter 5.

It all from chapter 4 that norms are rules that govern
;c behavior of group members. The norms that unit
t :m
believe in generally dictate their behavior.
~hat bers
is why a leader must understand how to influence
the development of norms in his unit. A leader can set
h'gh standards, as he should, but unless those stand~rds become norms that most soldiers in the unit believe in, the standards won't be effective under stress.
There is no easy formula for establishing and maintaining discipline, but the leader should be guided by
the following principles:
• Ensure that norms which contribute to discipline are
established and strengthened. For example, establish
the norm that subordinates should never hide problems
or mistakes. Tell your subordinates that you always
want to know the truth, no matter how bad the problem. Stress that your evaluation of a subordinate will
be lowered if he fails to inform you candidly of problems and mistakes that affect discipline, cohesion, and
mission accomplishment. Norms counter to discipline
must be eliminated. For example, the norm of frequent
heavy drinking and brawling among your soldiers cannot be tolerated. In any unit there will be individual
cases of heavy drinking or brawling, but this should
never be the norm. Stern action should be taken to prevent this type of destructive behavior.
• Set high, yet realistic, standards in all things that
relate to the success of your unit in training and war.
Communicate these standards clearly. Ensure that standards which apply to training, military courtesy, appearance, maintenance, administration, security, camouflage,
and other important areas are understood and attained .
•. When your standards are not met, analyze the situat~on and decide on a course of action for handling the
sItuation. Your greatest single job as a leader will be
teaching and motivating all your subordinate soldiers
to achieve the high standards that you set.
~ir~t, you must decide whether your standards are
reahstlc. Do other units achieve such standards? Seek
the advice of experienced leaders whom yOU respect.

Adjust your standards if necessary. When your standards are correct, however, do not change them. Recall
the case in chapter 5 of the platoon sergeant who set
high standards on digging in and cleaning weapons.
He set and enforced standards, thus making them become unit norms.
If your standards are on the mark, but you fail to
achieve them, determine the cause. How you get your
subordinates
up to standard
depends on why they
failed. You can determine the reason for failure by
answering the following questions:
• Did your troops know what was expected?
• Was it communicated clearly and effectively?
• Did they know how to do what was expected?
• Did they have the capability to do it (time, stamina,
knowledge, skills, authority)?
• Did they deliberately fail to meet the standard (laziness, unpleasant
duty, anger directed at supervisor,
desire to transfer to another unit, or claiming the task
is not a part of their MOS or job)?
Depending on the answers, your specific problem
may require skill training, more supervision, counseling,
or better communication in explaining how to do the
job. If the cause of the problem is intentional failure
to meet the standard, you must motivate your troops.
Often the best way is to show your troops what is
wrong and to give them another opportunity to do it
right. For example, if your inspection of weapons shows
them to be unsatisfactory, give your soldiers time to
clean them again, and then reinspect. If a soldier's
appearance is poor, have him stand inspection again,
on his own time. Do the task until it is done right.
In the early 1900s, George C. Marshall, who later
became Army Chief of Staff, was a young officer on
duty in the Philippines. He was leading a patrol through
the jungles when they reached a stream which they
had to cross. As he led the men across, they thought
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COHESION
Cohesion is the existence of strong bonds of mutual
respect, trust, confidence, and understanding
among
members of a group. Cohesion and discipline are inter.
twined. If a unit is to be disciplined, performing all its
missions promptly and well under stress, it must be
cohesive. Cohesion results from the respect, confidence ,
caring, and communication that bind members of a unit
together-mentally,
emotionally, and spiritually. The
level of cohesion depends upon how well the unit can
work as a smoothly functioning team to accomplish all
missions in peace or war.
Caring is an essential element of the bonds of cohesion among all soldiers, including leaders, in a unit. A
soldier's courage and will under stress are strengthened
by his belief that his leader and buddies will try to
help him because they care for him.
The cohesion of a unit can be seen by watching the
unit operate in training or in combat. The cohesion of
the 20th Maine was obvious at Little Round Top. The
unit repositioned itself to the left and bent itself back
to form a new defensive line. Individual
soldiers
responded in unison as a team, swiftly shifting itself
in response to danger from a new direction. Voice
control by leaders was impossible. These soldiers-leaders
and troops-displayed strong bonds of respect, confidence,
caring, and communication that "glued" them together
mentally and spiritually to form a cohesive fighting
unit. These bonds are the essence of cohesion and
discipline.
For true cohesion to exist, there must be a union of
thought and information among all members, at all
times, about the unit's problems and missions. This
union can occur only if the bonds connecting the
soldiers (leaders and troops) are strong. The strength
of the bonds is dependent upon respect, trust, and
confidence, and upon the degree of open, candid
communication that produces understanding. A constant
flow of information strengthens the bonds, maintains

ect and confidence, and allows a unit to remain
~~:esive and powerful while accomplishing difficult
missions under stress.
The following quotations by Ardant du Picq, the
French military writer, give some perspective on cohesion:
"A wise organization [or leader] ensures that the
personnel of combat groupS changes as little as posible so that comrades in peace time maneuvers shall
,
.
,,9
S
be comrades In war.
"Four brave men who do not know each other will
not dare to attack a lion. Four less brave, but knowing
each other well, sure of their reliability and consequently of mutual aid, will attack resolutely."lo
In other words, cohesion actually builds confidence,
morale, courage, and will to fight in the individual soldiers of a unit. This has the following implication for
leaders:
• Do not continually reassign subordinate leaders and
soldiers to different jobs and squads. Do not reassign
Private Jones into the 3d squad because it temporarily
has fewer members than the other squads. Do not continually reassign drivers or they will not take pride in
their vehicles. Do not rotate more experienced people into
"softer" jobs as a reward for good service. Do send
units (squads or platoons), not collections of individuals,
to accomplish tasks. Bonds of respect, trust, confidence,
and understanding take time to develop. When people
or leaders are shifted, bonds are broken and new ones
must be built. While they are building, the unit does
not function as well. Weak bonds cause communication
breakdowns, disciplinary problems, and disintegration
under stress.
• P~t your soldiers through significant, emotional exi~rIences in which they do things they did not believe
ey could do as individuals or as a unit. An example
9 Ardant du Picq, Battle Studies, p 96.
10du Picq, p 110.

of such an experience is a stressful all-night road
march, followed by a river crossing and a sudden violent attack on a realistic opposing force. As they go
through each experience, they must help each other to
achieve their common purpose. As a platoon, squad, or
section leader of any unit, you could take your unit
through this type of training on your own initiative.
Get the training area, plan it, and do it .
• Resolve interpersonal conflicts between unit members
in a constructive way so that respect, confidence, and
candid communication between the conflicting soldiers
are restored. This requires the problem-solving skills
discussed in chapter 7 and the counseling skills explained in chapter 9. Constructive resolution of conflict
is critical because you cannot afford broken bonds between unit members. Broken bonds cause the unit-the
family-to
deteriorate, to lose power, and to become
unglued and unable to function under stress.
• Always try to keep unit members working together,
as a team, toward a common purpose. This principle
applies to all training, details, maintenance, and administration.

SUMMARY
This chapter has explained and illustrated some of
the key things a leader must know if he is to understand the four factors of leadership. We explained what
you must know about yourself, human nature, your job,
and your unit. This knowledge is fundamental to the
development and application of your crucial be, know,
and do leadership attributes.
Invisible threads weave together the overall be,
know, and do attributes of a leader. Chapters 4 and 5
explained the essential "being" foundation of a leadervalues, ethics, and character. This chapter has explained essential knowledge that is built on the bedrock
of a leader's values and character. What a leader doesthe application of his skills-flows from his "being" and
"knowing" foundation. It is to these crucial leadership
action skills-what
they are and how you can learn
and apply them-that
we now turn.
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applies to all training, details, maintenance, and administration.

SUMMARY
This chapter has explained and illustrated some of
the key things a leader must know if he is to understand the four factors of leadership. We explained what
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his chapter addresses the thinking aspects of leadership. It explains and illustrates how to be a creative,
logical thinker. Your thinking skills are called directional skills because they set the direction for your
unit. They provide vision, purpose, and goal definition.
They are your eyes to the future, allowing you to sense
the need for change, when to make it, and how to
manage it.
As a leader you must continually analyze the situation,
identify problems and their real causes, make decisions,
~nd plan. These thinking skills are crucial to develop~ng a disciplined, cohesive, combat-effective unit. Thinkmg skills explained in this chapter include identifying,
a'!'alyzing and solving problems; making decisions; plannmg; and goal setting.

PROBLEM SOLVING
t There are times when you have a week or a month
: solve a problem and to plan. At other times you
t:ve se~onds or minutes. The following case illustr?-tes
e basIc steps of problem solving, decision makIng,
and planning.

General Warren at Little Round Top
General Warren was the Union Army's chief engineer
at the Battle of Gettysburg. About 1530 hours on the
se~ond day of the battle, while making a personal reconn::ussance, he cliz:tbed Little Round Top to gain a better
VIew. As a~ e~gIneer, Warren had a good eye for the
use. of terraI~ In offense and defense. He immediatel
reahzed, to hIS horror, that Little Round Top was thY
key to the battle, and it was unoccupied.
e
B.ased on. a hunch that there were enemy troops
movIn~ on LIttle Round Top, he sent an aide to have
an artIllery battery fire a round about 1 000 yards t
the ±,:ont. It surprised the Confederate troo~s advancin;
on LIttle Round Top, causing them to flinch. The glint
of the s,un on the Confederate's fixed bayonets confirmed
Warre~ s fe~r t?at the Confederates were about to seize
th: hIll. WIthIn seconds he analyzed the problem,
we~ghed the courses of action, made a plan and took
actIOn.
'

He sent a message to General Meade requesting that
division be sent immediately. But he did not wait for
~eade's decision; there was no time. He sent, an aide,
Lieutenant Mackenzie, to General Sickles' ~o~~s ~or
h lp but Sickles could not spare a man. The InItIatIve
t~en' passed to Lieutenant Mackenzie. He galloped to Genal Sykes, the 5th Corps Commander, and requested
:~at he immediately order a brigade to defend Little
Round Top. Sykes sent a staff officer to General Barnes,
one of his division commanders, with an order to rush
a brigade to Little Round Top.
The staff officer could not find Barnes who was on
a reconnaissance.
So he rode to Colonel Vincent and
explained the situation. Vincent understood the gravity
of the situation. He told the staff officer that he would
rush his brigade to defend Little Round Top.
Vincent gave orders for his brigade to follow him
and galloped to Little Round Top. He reconnoitered the
hill, made a plan to defend it, communicated his plan
to his regimental commanders, and placed his regiments
in position. The quick thinking and initiative of General Warren's aide, General Sykes' staff officer, and Colonel Vincent, in a totally unexpected crisis, set the direction for the second day of battle at Gettysburg. This is
the kind of thinking and initiative we will need on the
modern battlefield.

General Warren was a staff officer. Normally staff
officers and NCOs do not make command decisions.
However, staff officers, NCOs, and warrant officers are
lea~ers. In a crisis, if they cannot communicate with
theIr commander, they must use initiative and take the
action the commander
would take if he knew the
situation.

Colonel Vincent knew that he was acting on his
own initiative without the knowledge or orders of his
division commander. But he immediately identified the
problem, analyzed the information given to him by the
staff officer, and took the action he knew his commander
would want him to take.
This case illustrates seven basic steps of problem
solving, decision making, and planning:
••
Identify the problem. General Warren was on a
personal reconnaissance actively looking for actual or
potential problems. He realized that Little Round Top
was undefended. If the Confederates took it, they could
easily attack the flank and rear of the Union Line and
win the battle. Therefore, General Warren identified the
problem as-"How to get a Union force to defend Little Round Top before the Confederates take the hill."
~
Gather information. In the few moments available, General Warren gathered and analyzed all the information he could on the enemy, the terrain, and
friendly forces. He knew that the Army Commander's
plan called for the defense of Little Round Top. Since
it was unoccupied, he reasoned that a terrible mistake
caused the Union Line to be unhinged.
••
Develop courses of action. Warren had only two
realistic courses of action. One was to send word immediately to the Army Commander about the situation and
wait for his order. The other was to send word to
Meade but also to request help from the nearest corps
commander.
••
Analyze and compare courses of action. Warren
quickly compared the advantages and disadvantages of
both courses of action.
••
Make a decision; select a course of action. Since
there was no time to await a response from Meade, he
chose to send word to Meade asking for a division but
also, on his own initiative, to send for the nearest help.
••
Make a plan. Warren made a plan that included
who would do what, when, where, how, and why.

Implement the plan. Warren ordered an aide to
.d to the nearest corps commander and urgently rerl e t help. He sent word of the situation to General
qUesde. Part of implementing a plan is continually evalu~~ag it by getting feedback on the plan's effectiveness.
~/~valuation shows the need for corrective action,
th problem-solvingthought process begins again. and
1 :ders take appropriate corrective action. General Warr~n's plan was effective. No changes were necessary.
This case about a general in the Civil War is relevant to leaders today. The chaotic, lethal nature of
modern battle will cause communication breakdowns at
all levels. Radios will go out; plans will be uncoordinated. Crises will develop in unexpected ways. The solutions to these crises will require clear, creative thinking and initiative by soldiers of all ranks. Staff officers
may have to give orders. The fate of a company may
depend on the decisions and plans of a private.
Soldiers may get cut off and isolated, like Rifleman
Dodd. To survive, they must know how to think and
plan. Their decisions and plans, like Dodd's, may have
a great impact on the enemy and on our own units .
Soldiers trained by leaders who communicate directionclear guidance-will know what to do. They will do
what their commander would have done if he were
there and knew the situation.
. .In the case the fate of the nation depended on the deCISIonsof General Warren, Warren's aide, General Sykes,
Sykes' staff officer, Colonel Vincent, and Colonel Chamberlain. In modern battle the fate of our nation may
re~t on the collective decisions and initiative of capt~lI~.S,lieutenants, warrant officers, sergeants, speclahsts, and privates.
The following case, based on an actual incident, occurred because a soldier challenged authority in a disr~spectful manner. You could be challenged in a similar
sl~uation. This case will help you determine how to
thInk when confronted with this type of problem.

You are a newly promoted sergeant E5 and have
just been given a squad. You have sensed some reo
sentment toward you as the "new" leader. The squad
leader you replaced was popular with his troops, but
he was relieved for consistent failure to motivate the
squad to achieve standards. Your new squad has been
assigned the mission of firing a rifle salute at a cere.
mony. You had a meeting with the platoon sergeant ,
so your squad has already gone to the parade field to
prepare for rehearsal.
Your squad is lounging in a corner of the parade
field. As you approach, you decide to inspect your
troops' weapons informally before the rehearsal. You
state to the squad that you want to check their weapons. They don't move. You walk to Private Hart who
gives you a challenging stare-as
if to say, "You won't
check my weapon." You ask him for his weapon. He
says, "Go to hell, Sarge."

This infuriates you, but you control your emotion,
reIl1ai i g outwardly calIl1. Your mind swiftly goes to
nn
work on the problem:
Identify the problem. This soldier has challenged
your authority and put you in a difficult position. He
has given you a major disciplinary problem-disrespect
and insubordination-before
you have had the chance
to get to know your people and the informal norms of
the squad. The way you handle this problem will have
a major impact on cohesion, discipline, and the respect
your troops have for you. You identify the problem as
_"HoW to take immediate action to gain control and
maintain discipline while earning the long-term respect
of your troops. "

Gather information.

In this case you have no
time to gather further information.

Develop courses of action. You think of the following alternatives:
• Course of action I_Immediately
reprimand Private
Hart in front of the squad for insubordination. Inform
him that you will recommend an Article 15 for his insubordination. If he continues to disobey, you will recommend court-martial.
• Course of action 2-Stand
in front of Private Hart
for a short time; look him in the eye. Then order him
to stand up and hand you his rifle.

Analyze and compare courses of action .
• Advantages of course of action l.
-You come across as strong and decisive.
_ You immediately assert yourself as the authorOER
\lOT
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ity.
• Disadvantages of course of action l.
-It is normally unprofessional to reprimand, embarrass,
or humiliate
a soldier in front of a
group.

- You will show your hand by telling him what
punishment
you will recommend.
It is neVer
wise to tell a subordinate exactly what punish.
ment you will recommend until you have had a
chance to think the situation through and discuss
it with your seniors. It is always better to Say
simply that you intend to recommend appropriate
action. That leaves your options open.
• Advantages of course of action 2.
- You will not be reprimanding Private Hart in
front
private.of others; you can reprimand him later in
- You will show that
from a challenge.

you will not back down

- You will prove that you do not immediately resort to threats to get compliance.
- You will not show your hand. You can still
recommend any punishment you believe is right.
• Disadvantages of Course of action 2.
- You do not immediately assert yourself as the
unquestioned authority. He embarrassed you in
front of the group; therefore, you could reason
that you have the right to do the same. Some
of Your troops may initially think they can get
away with disrespectful and insubordinate
behavior like Private Hart's.

••

Make a decision; select a course of action. You

decide on course of action 2. Initially some of your
troops may think Private Hart got away with insubordination, but they will learn otherwise when they find
out that you sternly reprimanded Hart in the presence
of his fire team leader, counseled him, and recommended him for nonjudicial punishment.

•

Make a plan. Quickly think through

what you
will do. Include contingencies in your plans. Order Private Hart to _stand up and present his weapon. If he

d s inspect the weapon; then order him and his fire
t oe~ leader to meet you immediately after the rehears~a If he refuses, inform him that he has been in suba 'dinate, and give him another order. By refusing
o~ur order, he will have committed two serious court~artial offenses. If he still refuses, immediately send
for the platoon sergeant or platoon leader while you
inspect weapons. This plan prepares you for possible
contingencies if he obeys or if he continues to disobey.

-

Implement the plan (communicate, coordinate, supervise, and evaluate). If evaluation indicates a need
for change, the problem-solving process begins again
and appropriate action is taken. Depending on what
Private Hart does, take action in terms of your plan or
make appropriate changes. Observe the effect of your
actions on the manner and obedience of the other soldiers in the squad. Explain that you will not tolerate
insubordination and disobedience; suitable disciplinary
action will always be taken against those offenses.
As a leader, you are beset by many problems. The
problem may be how best to accomplish a mission, how
to handle a soldier who is performing poorly, how to
help a subordinate with marital problems, or how best
to train your soldiers to operate and maintain their weapons and equipment.
A logical thought process helps ensure that you will
not neglect key forces that influence the problem. We
introduced you to this basic thinking process in chapter
4 when we explained and applied the ethical reasoning
process. That same clear, logical thought process
applies to all leadership
problems.
The problemsolving process just described and illustrated is an excellent tool to guide you.
Much of your ability as a problem solver depends
on correct identification of the problem, the accuracy
of Your information, speedy analysis, a sound decision,
and rapid execution.
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"Personal reconnaissance and face-to-face communi.
cation" are crucial principles to follow in determining
the nature of a problem. Even by following these prin.
ciples, however, you will not always determine the
real problem and produce a plan that will succeed. All
leadership problems, whether they involve a tactical situation on the battlefield or a counseling situation in gar.
rison, are exploratory in nature. We do not always iden.
tify the right cause of the problem or always develop
the best plan. We make mistakes. Personal reconnais·
sance and face-to-face communication may fail to determine the true source of the problem. We may develop
an inadequate plan.
The key is to seek feedback constantly on how your
plan is doing. Get feedback from subordinates, go to
the point of action, determine why the plan is not working, determine what mistaken assumptions you made,
and take immediate action to correct the plan. Mental
flexibility is vital.
Colonel Oates' historic decision to withdraw at Little
Round Top shows the disasters that can occur if decision makers are given inaccurate information. Oates,
commander of the 15th and 47th Alabama Regiments,
received false information from his front line. His company commanders reported that a Union regiment and
a large cavalry force were on their rear and flanks.
Oates failed to question this false information. It led
him to incorrect identification of the problem and to
incorrect assumptions about the causes of the problem.
Colonel Oates thought his problem was encirclement
by superior forces. Therefore, when he used the right
problem-solving process, it led to the wrong decision.
His actual problems, just prior to his unit's panicking,
were (1) his unit's loss of the initiative and (2) the development of the initial stages of panic. Both were due to
the surprise
and psychological
shock of the 20th
Maine's charge and B Company's firing into their rear
and flanks.

Oates failed to consider the possibility that his subd'n
' exhausted, fear-filled minds were imagining
or 'mates that did not exist, Had he identified his probies
ene as-"How
do I regain initiative and forward molemntum?-he would not have considered breakout from
::circ1ement as a course of action, This incorrect idend'cation
of the problem was a mental error, Oates
t~~ught his problem was superior Union forces, yet he
actually outnumbered the Union forces about 3 to 1.
This error set the two great Alabama regiments moving 1800 in the wrong direction, towards a defeat with
great consequences, On the other hand, Chamberlain
accurately identified the 20th Maine's problem and the
causes of the problem. This led him to the only reasonable course of action-fix bayonets and charge.
As shown by this case, one of the most common
errors of leaders in thinking skills is identifying the
wrong problem or the wrong causes of a problem. The
tendency for leaders to make mental errors increases
as the levels of fatigue and stress increase.
You must learn to identify your real problems. Consider all angles. You must learn to seek accurate information that leads you to the real causes of the problem. Ensure that your information is accurate. Question
its validity. S. L. A. Marshall said, "In the fog of war
much of the information you need is hidden behind a
curtain."
You must take what accurate information you have,
u.se your best judgment, and make educated assumpt£Ons about the causes of a problem. Then consider the
courses of action most likely to succeed. That is what
C~amberlain
did when he reasoned that a charge
mIght take the initiative from the enemy.
It is a fallacy to think that using a correct formula
or set of steps will lead you to the real problem and to
~ successful course of action, Your values, character,
nowledge, and way of thinking have a direct and

vital impact on the problems you identify as important.
These inner qualities affect how you view, gather, and
analyze information bearing on the problems.
Your thinking must be clear and logical, or your solution will not be sound. Your thinking cannot be clear
and logical without adequate sleep. Fatigue and extreme thirst due to the lost watering party affected the
judgment
of Colonel Oates and his subordinates.
They had marched all night and all day prior to the
battle. On the other hand, Colonel Chamberlain and
his subordinates rested from 0200 to 0400 and 1200 to
1500, just prior to the battle.
Some leaders correctly identify a problem in the performance of a soldier. They often make an error, however, in assuming that the problem is caused by lack
of motivation.
Therefore, they attack the assumed
cause-motivation-by
threatening the soldier with punishment. If the cause of the soldier's problem is lack
of self-confidence, the leader's course of action-threat
of punishment-causes
resentment and fear on the part
of the soldier. Furthermore, it aggravates the cause of
the problem. By attacking the wrong cause, the leader
further damages the soldier's lack of self-confidence. Additionally, it causes the soldier to resent and lose confidence in the leader. This is a common mistake. Alden
types make this mistake often; Randalls rarely make
it. When Randall types do make it, they get feedback
and correct the mistake. The mental error of assuming
the wrong cause for a problem can have a long-term
negative impact on cohesion and discipline.
Another basic error leaders tend to make in problem solving is to attack symptoms of a problem instead
of the actual underlying problem. For example, a unit
may have a high rate of deadlined vehicles, AWOL,
and crime. Some leaders-the
Alden types-would
attack each one of these indicators or symptoms with coercive, punishment-oriented
courses of action. The
source of these unit problems is normally that leaders
within the unit lack a good combination of the basic

leadership attributes. Yet, leaders of poor units have a
million reasons and excuses for their units' poor performance. They rarely indentify the real reason-the inadequacY of their own leadership. This situation has a
negative impact on cohesion and discipline. The only
solution is to develop good leaders.
These examples illustrate how your thinking skillsproblem solving, decision making, and planning-influence the direction your unit takes in terms of cohesion,
discipline, training, maintenance, combat effectiveness,
and mission accomplishment.

FLEXIBILITY

OF MIND

The ability to make appropriate changes in decisions
and plans requires a certain flexibility of mind, a crucial trait of a good problem solver and planner. As
S. L. A. Marshall points out:
"All combat is ... exploratory. When in the course
of operations the true situation is made clear, the commander who thereafter holds rigidly to his original
plan, whether because he is too dull to appreciate what
has happened or too indifferent to change over, must
be regarded as having failed his troops in the most
vital particular. It is a failure without excuse."l Later
Marshall has this to say: "Sixty percent of the art of command [or good problem solving] is the ability to anticipate; 40 percent ... the ability to improvise, to reject
the preconceived idea that has been tested and proved
wrong, ... and to rule by action instead of acting by
rules."2
Be prepared and anticipate change. Think of as
many "what ifs" as you can. Prepare for them. The
laws of probability are strongly in favor of surprise.
Don't be surprised. Make plans to counteract events
that might endanger mission accomplishment.
IS. L. A. Marshall Mpn Against
2Marshall, p 108. '

FirP. p 107.

IMPACT OF CHARACTER
Earlier we discussed the character trait of will or
determination. A soldier's strong will can cause disaster if it becomes stubbornness in sticking to a course
of action regardless of reality. Never let your strong
will turn into mental rigidity. By the same token, don't
let your flexibility of mind cause you to vacillate or
bend with each shift of the wind. "You have somehow ,
in yourselves, in your own characters, to strike the balance between flexibility of mind and strength of wi11."3

OBJECTIVITY

AND INTUITION

After you have objectively and logically analyzed
the possible courses of action in a situation using all
available information, consider your intuitions and emotions. Are the courses of action consistent with professional values? The decision-making
process is not a
purely objective, rational, mathematical
formula. The
human mind does not work that way, especially under
stress. The mind is both rational and intuitive. Your intuition is that aspect of your mind that tells you what
"feels" right or wrong. Your intuition flows from your
instincts and your experience.
Since the decision-making process is a thought process, it is both rational and intuitive. However, never
make the mistake of making decisions guided totally
by emotions or intuitions and immediately doing what
"feels" right. This is a prescription for disaster. First
follow the problem-solving thinking process as rationally and objectively as possible. Gather information;
then develop, analyze, and compare courses of action.
Then consider your intuition or hunches, your emotions, and your values. Try to identify a "best" course
of action that is logical and likely to succeed and that
also "feels" right in terms of your intuition, values,
and character. Finally, make your decision, plan, and
take action.
3Field Marshall Sir William Slim, Chief of the Imperial General Staff, British Army, Lecture delivered before
USACGSC, 8 April 1952, RB 22·1, Leadership,
US Army Command and General Staff College, Fort Leaven·
worth, Kansas, 1 July 1963, p 8.5.

Character has a strong impact on a leader's judgnt and application of the problem-solving process.
~~en the Civil War began, General McClellan was·
th ught of as the Union's best general. He did a brill" ~t job of setting and achieving training goals. His
laplication of the problem-solving process in training
ap s superb. He was intelligent-a
brilliant strategist
wad tactician. He knew the lessons of military history.
~s appearance, be~ring, and manner of rela~ing ~o soldiers were inspiratIOnal. As well as any offIcer In the
Army he had the knowledge to be a skilled general in
war. 'For all these reasons
he was loved by his
soldiers.
Under the fog and stress of battle, however, McClellan could not see reality. On several occasions, in the
heat of battle with victory within his grasp, fears
would cloud his mind. He would believe incorrectly that
he was vastly outnumbered, and he would withdraw.
At these crucial moments in history, his character
failed to control his fears and keep his mind clear to
see and deal with reality. At the Battle of Seven Days,
all his actions were dictated by his false fear that the
enemy was twice as strong as it actually was. "It was
the supreme example of his gift for fantasy."4
Why did McClellan make these false assumptions?
What fears destroyed his judgment? It appears that
McClellan had created an image of himself and his
army of military perfection and confidence. Yet it
seems that subconsciously he feared that he and his
army might prove incompetent at the moment of truthdecisive combat where one army would lose. He refused
~oface this fear and master it. He handled it by repressIng it into his subconscious mind, refusing to admit
that it existed. This worked most of the time. The
greater the stress of battle however the more his fear
offf d ef ~at would break through
"
to his consciousness,
a ectIng his emotions and problem-solving
ability.
:j-l' Harry Williams, McClellan,

Sherman.

and Grant,

p 38.

Rather than face his fear, deal with it, and take reasonable risks, he would withdraw his army and excuse
the withdrawal by saying the enemy was too strong.
He claimed that he did not want to risk the destruction of his army. McClellan ultimately blamed the polio
ticians because they had not given him enough men.5
This example is about a general, but generals have
the same human nature as sergeants and privates.
They are subject to the same fears and errors in judgment that distort clear thinking and good problem solving while under stress. This example of fears and character flaws affecting the thought process of problem
solving and decision making is applicable to any level
leader. It shows also how the stress of battle affects
the minds, emotions, and behavior of leaders and
troops. FM 2S-2 can help you recognize the effects of
stress and learn how to deal with them. It is important reading for all leaders.
The examples of problem solving and decision making have been given for a specific reason. We cannot

give you formulas or solutions to the array of problems
you will face. What we can give you in this manual is
a way of thinking about the kinds of problems you will
face as a leader and basic, time-proven tools for attacking the problems. Correct use of the tools, such as the
problem-solving process, is critical. However, without
the character to control fears and deal with reality, and
without clear thinking and good judgment, the tools
will not work. As shown by the examples, you must
quickly and accurately analyze the situation and determine potential
and actual problems and their real
causes.
N ow that you understand the basic problem-solving
and decision-making process, it is important to give you
a detailed explanation and an example of how to plan.

PLANNING TRAINING
In the charge at Little Round Top, Colonel Chamberlain had only minutes to analyze the problem, make
a decision, and plan. In peacetime, you have more time
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More than any other single factor,
I n traInIng.
..'
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to ? ?builds a cohesive, discIplIned unIt t. a. c~n
traln,Ing
Training is your number one priOrIty In
win 10 war.
.
peace.
.
. ary parts to training are plannIng, co~Three prdlm 1 t'ng If training is well planned, It
.
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'ng examp e IS
..
~hich illustrates how to plan traInIng.

ci

n this example you, a modern day. leader, will go
I h a clear thinking process with Input from your
throug.
y
'11 develop a plan for excellent
bordlnates.
ou WI
. f t
su .. g In this particular example you are an In an ry
trl~~I:n 'leader planning for a night attack. The same
Process applies for all company-, battery-, or troop-Ie~el
feaders. If you are a combat support o~ c?mbat S~;;1C~
su ort leader, simply change the ~~sslOn toup
he
po~f forces conducting a night attack.
furpose t~f
the example is to teach you how to ~ an or wor while training. The thinki.ng. process Illustrated hoe~~
applies to any training mISSIon at any level of c
pany leadership.
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Based on the last field training exercise andd ~fdtedr
.' with your squa d Iea ders '. you have keCIYe
consultation
that your platoon needs training on a nlgh~ attac.
ou
know that in 50 days your unit will be gOIng to ~ ma. .
. .
the opportunIty to
neuver traInIng area, gIvIng you
h
train on a platoon night attack. Your co~~an~er.
~s
included this training mission for a speCIfIC ny~ht, ~~
a specific area of his overall plan. The batta IOn
and battalion commander have approved the company
training plan.
Call a meeting of your platoon sergeants and squ~d
leaders. Tell them that by the end of the week you t~tend to have a complete, detailed training plan for
e

platoon night attack. Inform them of the date the
training will take place and the training area designated for this night attack. Advise them that the purpose of the planning session is to get their valuable
input on how best to accomplish this training mission.
Some of them know the terrain better than you from
previous experience.
You know they are anticipating this mission because
after the last field training, you had all agreed that
the night attack was a weakness that required work.
You had also discussed how preparation for the night
attack would result in work on many other necessary
individual and collective skills such as navigation, communication, and fire and movement.
The available 50 days to plan allow you to request
opposing force weapons, vehicles, uniforms, helicopters,
and other necessary training aids and support. Developing the plan now will guide the squad leaders on individual and squad tasks that they should work on to
prepare for the night attack. It will also allow you, the
platoon leader, to work with your subordinate leaders
on the leader tasks and skills, such as command and
control in the dark. You state that before the training
plan is complete, you will have listed all the required
individual tasks, collective tasks, leader tasks, training
aids, and support required for the mission. You will
also have developed a scenario and a detailed time schedule for the occurrence of specific events.
You review these points with your subordinates to
provide necessary background for the meeting and to
get them thinking creatively about needed plans. At
this point you have stated the mission and have given
your general guidance on requirements. You have set
the direction for the session.
Now it is wise for you, the ranking man, to back
off and allow your subordinates to exercise their initiative and mental powers. To establish this climate start
asking questions, such as, "Sergeant Rodriguez, YOU

know that ground well. What do you think is the best
area for the objective, the line of departure, and the
approach routes? What do the rest of you think?"
Be sure to state up front that you want people to
be frank. Differing points of view stimulate creative thinking. You want quality thinking. The only rule is to
treat each other with respect. In the final analysis, you
will make the decision,
but until that time you
want honest opinions and the best of everybody's
thoughts. Ask, "When should we kick off the attack?
What do we really want to gain by this training?
What are some side benefits from this training that
we can get if we plan for them? Who should be the
opposing force (OPFOR)?"
. Your job in this questioning or brainstorming phase
IS to develop a creative atmosphere
that causes your
subordinates to think and to exercise their imagination
and problem-solving skills. This, in itself, is part of the
process of developing the leadership of your subordinates and preparing them for more responsibility. You
should ensure that~.No disruptive emotional arguments or resentments
mder this atmosphere.
• You do not hinder creativity with your rank.

• The ideas of your quiet subordinates are requested
and listened to. Sometimes the quiet ones have the best
ideas.
• A big chalkboard, butcher paper, or writing paper is
available for recording all suggestions, ideas, support
required, things to be coordinated, things to be checked
on, and like items.
While participating
in this questioning and brainstorming phase, don't hinder the thinking of your subordinates. You may want to jot your thoughts down as
they are triggered and keep them until the end of the
brainstorming phase. No criticism will be allowed. All
ideas will be accepted and respected in the brainstorming phase.
You should also ask two key questions. What are
all the ingredients necessary for successful training?
What are all the possible forces or events that could
hinder or destroy the quality of this training?
As
much as possible, get the answers to those questions.
Then plan the positive forces and events, and take action to prevent any obstructions that might hinder the
training in any way.
After brainstorming, you are in a position to develop
several alternative courses of action-objectives,
routes,
time schedules, OPFOR, and maneuver forces. List
these overall broad courses of action on the board or
on butcher paper. Get everyone's opinion on which
course of action will best meet the needs of the unit.
Create a list of pros and cons for each course of action.
This is the time for frank disagreement, critical thinking, and the exercise of judgment. Give everyone a
chance to make his argument. Finally, compare the
courses of action in terms of which will best accomplish
the training mission.
Having listened carefully to the judgment of your
subordinates, you must determine the best course of action. Using your judgment, mentally go over all available information, all opposing arguments, all known

and possibly relevant forces and factors, and the real
needs of the unit. Choose the course of action that you
believe will best train and develop your platoon. Make
your decision; communicate it to your subordinates.
A detailed plan must include who, what, when,
where, how, and why for all tasks to be accomplished~
In addition, organizing is an important part of detailed
planning. Organizing is the process of creating and
maintaining the conditions necessary for effectively executing plans. It involves systematically defining and
arranging each task with respect to the achievement
of the overall mission or objective. Organizing consists
of three major steps:
Determine all tasks. In this phase you and your
subordinates determine all tasks and conditions necessary to carry out the plan. It is very important to consider timing, when each task must be done. A helpful
approach to determining all tasks, conditions, and appropriate timing is "backward planning." Look at your
goal and decide what must be done to accomplish the
goal. In this example the mission is to conduct successful training on the night attack. That is the start point
for your planning, and from there you plan back in
time to the present. What must be done the day prior
to the mission? What must be done the week prior and
2 weeks prior to the mission?
In this way you plan from the moment of the mission back to the present to determine what must be
done when. For example, to accomplish the mission
your soldiers need certain collective skills. Identify
the.se skills, and determine when your soldiers will
tr.aIn for them. Identify what individual skills your soller.s will.need to successfully execute the required col~ctlVe skIlls. Decide when you will teach these skills.
.ackward planning simply means looking at the big
PIcture first and then planning all tasks, conditions,
:nd details in a logical sequence to make the big picure happen.
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I.n backward planning, you and your subordinates
braInstorm all conditions necessary to carry out the
p.lan successfully. Include all the details of support
tI~e schedul~, tr?-ining aids, weapons, equipment, re~
qUlred coordIna!IOn, a~~ required checks. Your unit
s~lOuldha.ve de~aI1edtraInIng SOPs and checklists to asSIS~you In thIS phase. If it does not, you must take
actIOn .to develop th~m. In this stage, you and your
subordInates must thInk of every possible detail that
will help or hinder training. Ensure that all important
points and details are written down.
Then organize these details into categories such as
OPFOR, support, training aids, supplies, tactical maneuvers, and other relevant categories. List all the details
under the categories. Jot down tentatively who will do
what and when they will do it. Come up with a "todo" list for each category. These to-do lists become an overall checklist that you use to ensure that everything is
progressing as planned.

IIfJI

Set up a structure to accomplish all tasks. In this
phase you set priorities. You and your subordinates cannot do everything at once; some things are more important than others. Obviously, if your platoon was very
~eak ?n ~avi~ation during the last exercise, training
In navIgatlOn IS a must. Your ability to fire and maneuver .won't be effective if leaders and soldiers are poor
naVIgators. Infantry soldiers need to be skilled at individual movement under fire before you will have a
platoon that is good at fire and maneuver.
Set priorities for each category and organize your
to-do lists in terms of those priorities. Establish A, B,
and C priorities for each to-do list. The A priorities
must be done today; B priorities must be done in the
~~xt 2 or 3 days; C priorities can wait. Do the A priorItIes first, then the Bs, and the CS.6 Assign someoneyou, your platoon sergeant, or a squad leader-to
do
each task on each list. Develop a system-known
by
all leaders and troops-for
checking each other and
ensuring that each task is accomplished on time.

Allocate resources. Ensure that you have identifed all required resources and planned
:nd allocating them.

for obtaining

When you have completed the resource phase, you
have a valuable plan to meet a crucial training
W~edof your unit. The quality of this plan is enhanced
~y the years of experience and the skills of your platoon sergeant and squad leaders. By asking for their
input, your subordinates contributed many ideas and
details that you might have overlooked. You have
proven that you value their intelligence and experience.
Everyone has contributed to the plan. Consequently,
everyone has an emotional stake in the plan, and this
will enhance motivation and quality training.

.n

You now have 49 days to develop this plan and all
the necessary individual,
collective, and leadership
skills to carry it out. You must ensure that every detail
is covered so that the training develops your soldiers
into a cohesive, disciplined unit that can win in battle.
If you are a squad leader, conduct a meeting with
your squad members and go through the same process
that the platoon leader used in his meeting. Develop a
complete, organized plan to prepare for your squad's
part of the mission.
This example of a platoon planning for a night
attack is important because it illustrates how to conduct a comprehensive planning process. This way of
problem solving, decision making, and planning has
proven to be a highly successful way of gaining valuable input from subordinates, developing teamwork, and
creating the conditions for excellent training. It illustrates• How to conduct a meeting in which you, the senior
leader, make the final decisions, but gain good ideas
from subordinates and keep them informed.
• How to analyze the advantages and disadvantages
of courses of action.
• How to determine the best course of action.

You have involved your soldiers and used their initiative in the planning process. All soldiers in your unit
will now be informed about training that will take
place in 6 or 7 weeks. They will know what they will
be doing between now and then to make that training
meaningful. Being informed will greatly enhance their
motivation and effectiveness.
The planning process you used helps develop teamwork because you planned as a team. You will prepare
as a team; you will execute as a team; you will evaluate
the training as a team.
Use the evaluation process explained in FM 25-3. In
the evaluation, each soldier should tell of his experience, what he learned, what went right, what went
wrong, what needs improvement. Write a complete lessons learned after-action
report that includes all
strengths, weaknesses, and problem areas indicated by
the training. Use this report to update your training
SOP or to develop an SOP if your unit lacks one.
There are many official job aids available to help
you develop a similar training plan and conduct this
type of planning meeting. If you plan in the way described here, you will be well on your way to developing a well-trained, cohesive, disciplined, combat-ready
unit.

GOAL SETTING
Goal setting is a critical part of leadership; it sets
the direction for your unit. When you assume a leadership position, you and your subordinates should ensure
that you have a set of clearly written goals and policies
which you all understand and support.
When setting goals for your unit, remember several
key points:
• Goals should be realistic and attainable.
• Goals should lead to improved combat readiness.
• Subordinates should be involved in the goal-setting
process.

G I should be established, as a minimum, for train~ oa :intenance
discipline, morale, cohesion, and delng, m
' d'
lopment of subor lnates.
:e A program or set of policies should be developed to
achieve each goal.

SUMMARY
This chapter has focused o~ the thinki~g o~ directional skills critical to leader~hIp. These skIlls h.ter~lly
direction for your unIt. The correct apphcatIOn
set the
.
I
.,
k
I
of these skills is complex and difficu t, reqUirIng nowedge, good judgment, and character.
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Leadership That
Implements

Once
you have a good plan, you need both implementing and motivating skills to ensure the plan is
carried out. This chapter explains the type of leadership
that includes the implementing skills of leadershipcommunication, coordination, supervision, and evaluation.

COMMUNICATION
This section explains the need for effective exchange
of information and ideas. It defines and explains the
C?mmunication process, the barriers or filters to effective communication, and how to develop effective communication in your unit.

NEED FOR EFFECTIVE

COMMUNICATION

C.ontrol of units is dependent upon effective comrumcation. Faulty communication causes most unit probms.. It leads to confusion and can cause a good plan
fall. A squad leader's report can become distorted

t:

by the time it reaches the company commander. Lead.
ers may have no idea of the size, strength, location
and intentions of friendly units on their flanks. Sup:
plies may not be delivered to the right place at the right
time because the supply people remain uninformed.
Incidents like these have been happening throughout history. They often cause demoralization and defeat.
Failure to communicate effectively while solving prob·
lems and while executing plans is one of the greatest
obstacles to success in training and in battle.
After a major field training period at a post in the
United States, an S3 wrote the following training note
to all leaders in the battalion. The communication problems experienced in this unit are typical of those you
will encounter as a leader.

Training Note
Many of the problems that occur in training and
during operations are a direct result of people failing to
communicate with each other. Each company was badly
deficient in keeping the tactical operations center (TOC)
informed. It is battalion SOP that each company keep
the TOC informed of locations, activities, and other relevant information. This was never done. Battalion HQ
always had to call and ask for situation reports. During the field training exercise, the reconnaissance platoon could not contact the TOC by radio due to extended
distance. They were relaying valuable reports on OPFOR
activity through a line company for 36 hours, but the
TOC never received a report during that time on
recon's valuable information. Not only did the company
radio telephone operators fail to relay to battalion HQ,
they also failed to inform their own company commanders
of the reports. This would have cost lives if we were in
combat.

In another case, a battalion order was given at 0900,
yet at 2300 that night the platoon leaders of one
company had not received the order for the mission
which was to start at 0700 the next day. A unit simply
cannot function well if people at all levels do not
communicate effectively. We must keep each other
inf~med, and we must keep the troops informed. Every
soldier must have a notebook and pen to write down
messages and information and pass them on accurately
to appropriate people.
The battalion operation orders for the delay and the
night attack were written and given to the company
commanders 24 hours in advance of the operation. Yet,
many people in the companies had no idea of what was
happening until just before an operation. Leaders at all
levels must realize that the potential for human communication breakdowns is great. Therefore, leaders must
use several channels of communication. They must
repeat themselves. They must constantly check to ensure
that information is flowing accurately up and down the
chain of command from battalion headquarters to the
individ-ual soldier and from the soldier back to battalion headquarters.

A leader's communication skills either help or hinder
him in the use of all his other skills. Through effective
communication you cause your unit to achieve its missions.

EXPLANATION

OF COMMUNICATION

Communication is the exchange or flow of information and ideas from one person to another. The process of communication involves a sender transmitting
an idea to a receiver. Effective communication occurs
only if the receiver understands the exact information
or idea that the sender intended to transmit.
b Examining the communication
process is useful
ecause you coordinate, supervise, evaluate, teach, coach,
and counsel through this vital process. First an idea

and therefore neither edited nor analyzed by either
party. In effect, the leader is likely to communicate a
great deal more than he intends."2 All three parts of
the communication contribute to what the receiver
hears.
Many leaders think they have communicated once
they tell a subordinate to do something. How many
times have you heard-elWell, I told Jones to do that"
If you check with Jones, you find that he totally mi~understood the message. A person cannot be confident
that he has communicated with another person until
he has feedback that tells him the receiver understands
the meaning of the message, its level of importance
and what he should do with it. Remember: Communi~
cation is an exchange, like buying and selling. Both
parties must participate to complete the information
exchange.
As a leader you will communicate a great deal to
seniors, subordinates, and peers. Without skillful communication, it is likely that the receiver will misunderstand the message. You must develop your skill to communicate the meaning, content, and tone of your message clearly and persuasively.
BARRIERS TO EFFECTIVE COMMUNICATION
Anything that prevents understanding of the exact
concept or information intended by the sender is a
"barrier" to communication. Many physical and psychological barriers to communication exist. You must
understand them and overcome them.
Physical barriers in a situation may surround and
block communication. The noise of battle, distance, and
any other physical factors that distract the attention
of the sender or receiver are physical barriers to communication. Voice command cannot be used in many
combat situations because of noise.
Voice communication was nearly impossible at Little
Round Top when the 20th Maine (see chapter 1) had
to bend back and to the left to form a new defensive

rne. Somehow, however, there was an effective persont~.person flow of information, and the unit moved in
harmony. Other barriers are hard-to-read messages,
. correct use of words or abbreviations, failure to
~onounce words correctly, and verbal or written messages that are unclear or too long.
You must identify all existing or possible physical
barriers and ensure that they do not distort or block
your communicati.on.. This can be done wit? foresight,
conscientious applIcation of the problem-solvIng process,
and hard work.
Psychological barriers to communication are more
difficult to identify and overcome than physical barriers. You must apply your knowledge of values, character, and human nature to identifying and overcoming
psychological barriers to communication.
A person's beliefs, values, character, needs, experience, education, and goals combine to form a frame
of reference. This frame of reference acts as a filter
through which he sees and hears. Since we all have
unique combinations of these factors, our filters cause
us to see and hear the same situation differently. With
this awareness of each person's unique frame of reference, let us discuss several factors that may cause a
breakdown or distortion in communication:
• Differences in rank or echelon. Differences in rank
or echelon can block effective communication between
people. Because of conflicting interests or values, even
a husband and wife or two brothers can see the same
situation differently. They can hear the same words but
interpret their meaning differently.
If the frames of reference of husbands and wives or
t~o brothers can differ so greatly, think of the potentIal for difference in the way captains and privates
hear an announcement or see a situation. For example: A nervous private on an outpost may hear a few
~?unds of rifle fire and report that he is under "heavy
Ire." The company commander hearing the report
would think the outpost is being fired on by an enemy
platoon or company. But if the captain knew that only

a few rounds had been fired, he could more accurately
assess the situation. Even people at the same level in
a unit do not see and hear things the same way. This
difference in the way people see and hear things tends
to increase as the rank difference between them increases.
Also, a sergeant or officer on the front line of battle
may see a situation far differently than a sergeant or
officer of the same rank at a higher headquarters. The
further apart they are, the greater the chance for two
people to see and hear things differently.
To ensure that differences in rank and echelon are
not barriers to communication, leaders have an obligation to communicate clearly their frames of reference
to subordinates. A person's frame of reference governs
the way he thinks, plans, and acts. Subordinates need
to know the values, goals, and way of thinking of the
leader so that they can plan accordingly and use their
initiative when out of contact with the leader. This
knowledge also helps subordinates determine what
information the leader wants and needs. Likewise,
leaders must also learn the frames of reference of their
subordinates.
• Failure to listen. Another communication problem
arises when people do not listen to one another. They
may be so concerned about their own ideas and emotions and what they want to say that they do not listen
to what the other person is saying. As an experiment,
notice how often this is true of social conversation.
Failure to listen attentively often becomes obvious and
upsetting to the other person. It tells him that the person is not really interested in him and in what he is
trying to say. Alden gave this perception to his subordinates. Randall gave the opposite perception. Randall's
willingness to listen carefully to subordinates, without
interrupting, enhanced his leadership competence. Interrupting is impolite and counterproductive. It generally
shows that the person who interrupts is more interested
in what he has to say than in listening to the other
person's ideas, information, or feelings.

There is a useful technique that you can practice in
discussions with another person or a group. It is to
listen to the speaker and, before you respond, to explain
to the speaker the correct meaning of his message. This
ensures that you listen and understand before you
respond.
• Tendency to smother information.
It seems to be
taken almost for granted by trainers that the impulse
to send a message or to impart useful information is
so automatic in the normally intelligent combat soldier
that it requires almost no special cultivation. Nothing
could be further from the fact! "The tendency is ever
to smother information in combat, to keep what one
knows to one's self, to dismiss the idea that it will
have any value to a comrade or to higher authority, to
argue that what might be gained would not justify the
effort, to conclude that the special facts must already
be known to all concerned, or if none of these things,
then simply to fail to recognize information at its face
value.,,3
It is a common tendency to smother information in
war and peace. Recognize it. Train to overcome it.
Teach your people the importance of communication
and how to communicate when under stress.
• Lack of trust, respect, and confidence. When two
people do not understand each other, they lose mutual
respect, trust, and confidence. In chapter 6, we
explained how cohesion occurs through strong bonds
of trust, respect, confidence, and understanding. Trust
and respect are fundamental to candid, open communication. An individual will tend to guard himself against
another individual he mistrusts.
~ou trust someone when you feel that they are supPortIve of you-they keep their word, they care about
ou, understand you, and want to help you. It takes
t~rneto build trust. People do not trust each other until
ey have had time to get to know each other's motives,
values, character, knowledge, and skills. Building trust
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between people is a slow and delicate process. If the
bond of trust is injured, the wound must be quickly
identified and treated by both people. The cure is for
both people to communicate openly about the cause and
cure of the injury. If this is not done, the bond of trust
may become irreparably severed.
You gain the trust of your subordinates by demonstrating the leadership attributes explained in this
manual. If you are competent, and if you show your
subordinates that you sincerely care about them and
their frames of reference, they will trust you. You lose
trust when your subordinates perceive that you are selfish and not truly concerned with the mission, with the
unit, and with their well-being as individuals.
Little things may cause you to gain or lose trust
and respect. Recall the great impact on trust and
respect when Captain Randall helped Specialist Kellett
reenlist as a mechanic. If a soldier comes to you with
a personal problem and you act unconcerned, his trust
in you will be damaged, if not destroyed. Any time a
gap exists between what you say and what you do, or
if you break your word in any way, trust is a casualty. If you issue impossible orders-HI don't care how
you do it, Corporal, but get me five gallons of paint"trust deteriorates. If you show overconcern with how
statistical indicators affect your image, trust diminishes.
Any type of selfish, nonsupportive behavior damages
the respect your soldiers give to you.
The loss of understanding, trust, respect, and confidence between leaders and subordinates and among
troops is a cancer that will destroy a unit if it is not
checked and cured. This is precisely what happened in
Alden's company. You must find and cure the causes
of distrust in a unit by using the problem-solving process. Also, appendix D provides an overall thought process that will assist you in analyzing leadership situations, identifying problems, determining what to do,
and determining what leadership style to use. If yoU
increase candid communication in your unit, you can

lear up the misunderstandings that frequently occur.
(Appendix C explains some useful communication techiques for determining what another person is think~ng and why. Another way to increase communication
~nd resolve misunderstandings is by using the programs explained in chapter 10.)
The following guidelines will assist you in avoiding
or overcoming physical and psychological barriers to
communication:
• Sense what seniors, subordinates, and peers need to
know to do their jobs. Leaders at all levels must put
themselves in the shoes and situation of other soldiers.
They need to see the battle or the training from the
eyes of their seniors, their subordinates, peers on their
flanks, and support personnel. A lieutenant who has
this ability will immediately sense the information that
the company commander must have to direct all parts
of the company. He will also be sensitive to the information squad leaders and fellow platoon leaders must
have to achieve platoon and company missions. He will
sense the information the supply, intelligence, and personnel people need.
Battalion headquarters must have accurate information on each company's situation to assist and coordinate the actions of all the companies. They should not
divert a leader's attention from mission accomplishment, however, by nagging them for information.
On the other hand, subordinate unit leaders must
providetimely, accurate information so that their higher
headquarters can coordinate the overall unit activities.
Hea~quarters in turn must communicate necessary information to subordinates. Information flow must be
planned for and encouraged through the ranks. Com~unication ensures that decisions will be made from
nowledge of the situation rather than from a void.
~ Understand how stress affects communication. You
steedto understand clearly the human tendencies under
th~tSS,that create communication problems. Be aware
dIfferent people do not see the same reality when

they look at a situation or read a message. What each
of us ~ees at a given moment is influenced by our psychologIcal frames of reference-our beliefs, values, char.
acter, knowledge, past experience, goals, and fears.
People do not always see reality. They see what they
perceive to be reality. Unfortunately, people's percep~ions, espe~ially under stress, are often far from real.
It~. Stress IS pressure or .tension. It is any real or perceIved demand on the mInd, emotions, spirit, or body.
Under stress, people tend to see the situation as worse
than it is. In battle, soldiers tend to use words like
"heavy shelling," "intense fire," or "strong resistance."
But these terms mean different things to different
people.
~oldiers at. all. levels need to be clear and concise in
theIr comm~nlCatlOn.Prepare your soldiers to deal with
stre~s .and ~t~ effect o~. co~munication through tough,
realIstIc traInIng. FamIlIarIze them with the sights and
sounds of battle through training. Teach them how to
perform effectively both as individuals and as a team
under the hardships they will face in war. They will
learn to react in true proportion to the situation.
• Teach and demand accurate reporting. You have to
be aware of the human tendencies that distort reality.
You must cut through them and get correct information which corresponds with reality. If something is not
~nown to be a fact, do not report it as a fact. Report
It as whatever
it is-a perception , belief, opinion , or
.
assumptIOn. Teach your soldiers to report matters
exactly as they know them based on what they see
a~d hear. If they do not follow this principle closely,
dIsaster can occur.
During the Ardennes fighting in WWII, the lead
forces of the German 2d Panzer Division reported meeting "intense fire" and "strong resistance" at a bridgeh~ad, whe~ in fact they met 12 nervous infantry soldiers. Luckily for the 12 soldiers and the American Army,
this miscommunication caused a German Division Commander to make a serious error.4

No matter how great the pressure from a senior for
rogress in a situation, it is better to say, "I don't
enow," "I believe," or "I'll check and get back to you,"
than to report as "fact" something you are not certain
is a fact-just to get "higher" off your back. The leader
of the level above you must be aware of what is fact
and what is assumption if he is to make good decisions. By the same token, those below you and at your
level in the unit need to know what is fact and what
is assumption. Stress the difference between them.
• Aim at your target before you shoot your message.
You want the target of your communication to receive
and understand your message. Therefore, take a moment
to aim at your target. Put yourself in his shoes, frame
of reference, and situation. Then you can better form
the content and tone of the message so that it hits the
target.
People tend to make the mistake of communicating
from their own situations and frameworks, rather than
to the framework of the target person. Before communicating, take a moment to think. How would you interpret the message and how would it make you feel? This
is an important, often neglected step to good communication. Ask someone else to put himself in the situation of the target person. See how he understands and
feels about the message.
When circumstances permit, write out a message to
prevent a change in its content or meaning. Writing
forces you to complete your thoughts and to express
them accurately. And you know that all receivers on
the way up, down, or laterally are getting the same
content.
It helps to write out plans, orders, and messages,
~e.n. if you are going to communicate them verbally.
.rItIng allows you to "see" your communication. It
r~ves you a chance to analyze your message to ensure
ot'~tYouare communicating exactly what you want the
er person to receive ,and understand.

• Use several channels of communication and repeat
important
communications.
Since information can
easily be filtered or blocked, you must use several
channels to relay it. Repeat important communications
to ensure that they get to all parts of the unit. The
following are channels of communication:
Announcements.
Announcements are easy, quick,
and reach a large group at once. However, they are
not always reliable and should not be the sole channel
for communications. Some troops will not be present,
some might not listen, and some may not understand.
Also, feedback on whether or not the message is understood is limited when troops are in formation. Announcements are best for short, easy-to-understand messages.
Chain of command. The leaders in the chain of command must be a cohesive, harmonized team if the chain
is to communicate clear messages. Strong bonds of
trust, confidence, respect, and understanding among all
leaders in the unit lead to an effective command channel. The officers and NCOs in the unit make up the
leadership team which is the nervous system of a unit.
The leadership team must prevent change in the
meaning, content, and importance of messages on the
way up or down the chain or laterally. The leadership
team of a unit is made up of people. No matter how
good each person on the team is, each has his own
unique framework for seeing and hearing. Therefore,
the potential for blocking and distorting communications is always present. You must know this and continually check to ensure that accurate information is
flowing through the leadership team to the troops.
Informal groups. Chapter 4 explained the importance
of informal norms and informal groups. Informal
groups shape morale and influence values. People in
informal groups are linked by the bonds of friendship.
Their communication net operates quickly and directly.
If informal groups support the chain of command, they
can promote effective communication and control the
ill effects of rumors.

Informal conversations or feedback sessions. Inforrnal conversations are a good way of communicating
to your subordinates and of receiving feedback from
them on conditions affecting cohesion, discipline,
rnorale, and unit effectiveness. How to conduct these
sessions is explained in chapter 10.
• Communicate to key subordinate leaders at one time.
As a company commander, you may have an order to
give or a policy to announce. You want to ensure that
all subordinate leaders get the exact unfiltered order or
policy. Therefore, rather than communicating to just
your platoon leaders, gather all your subordinate leaders together so that they all get the full impact of your
communication.
• Ensure that all soldiers are completely informed on
the object (mission). The likely nature of modern war
will cause mass casualties, small groups of soldiers
isolated from friendly units, great stress from continuous
day and night operations, and confused engagements
with enemy forces. More than ever, success on the battlefield will depend on the creative thinking, problemsolving ability, and character strength of all soldiers.
We must teach our soldiers how to think and solve
problems while under stress. If they are to think creatively on the battlefield, they must have a clear concept
of the "object"; the mission must be clearly communicated to them. They must have all the accurate information that headquarters-platoon, company, battalion,
and above-can supply about the enemy and other
factors that affect the mission. This way, when communications with headquarters become temporarily cut
off, lower-level units and soldiers will be able to use
~heir initiative to accomplish the mission without
Instruction from higher headquarters.
1 Chamberlain, Dodd, York, and Kelly each had a
c ear concept of his mission and each used initiative
and creative thinking to achieve it. Through explicit
communication, soldi~rs must be able to visualize the

unit goal. Keep in mind that this can happen only if
leaders at each level clearly communicate their goals
and frames of reference to subordinates.
• Conduct a personal reconnaissance. There is a principle that applies to both the inspirational and practical sides of leadership. Getting up front, conducting a
personal reconnaissance, and setting the example are
critical to analyzing the situation and to having a positive effect on the morale and motivation of soldiers.
Because of all the communication problems we've
discussed, getting to the front is necessary to obtain
facts and to make valid assumptions about what is not
known. It is critical to sensing the actual physical and
moral conditions of your soldiers and the advantages
and disadvantages of terrain.

s. L. A.

Marshall wrote:

"The truly inspired leaders that I have seen in combat ... invariably made the most of every opportunity
to inquire into the physical characteristics of the fire
fight. That was a rule of thumb to them-to learn the
small details of how the battle was being fought from
the men who were carrying the action." Marshall added:
"In this way they not only used their visits to inspire
their men but they learned much which could be applied
to conserving the lives and building the efficiency of
their forces." He went on to say: "The processes of the
battlefield evolve so rapidly that no man may keep pace
with them through knowledge gained second-hand. The
knowledge of the stresses and strains upon human
nature, which is as vital to an appreciation as the count·
ing of man strength and weapon strength, comes only
of experience acquired firsthand." Marshall wrote: "The
front is to be seen and its conditions are to be understood only through the eyes of the men who fight
there .... The values which derive from inspection and
personal reconnaissance are in direct ratio to the difficulties of the situation."a

For effective communication in a unit, there is no
bstitute for face-to-face communications and personal
SU
.
reconnaIssance.
In the invasion of Normandy, Brigadier General
Roosevelt, P~e~ident Theodore Roosevelt's son, was .a?
sistant diVISIOncommander of the 4th Infantry DIVI::on. He went ~shore at Nor!Oandy Beach with the first
ave of invadIng forces. HIS purpose was not to comwand the companies or oversupervise, but to inspire
mnd gain firsthand information. He personally recon~oitered the German positions. When a crisis developed,
he was there to analyze it, to direct units, and to set
an inspirational example. His personal reconnaissance,
his overall direction to units, and his inspiring example contributed greatly to the success of that historic
invasion. For these actions he was awarded the Medal
of Honor.8 If he had been leading from a safe distance
to the rear, he would not have known the situation and
the 4th Division's attack might not have been successful.
The principle of "personal reconnaissance and honest, candid, face-to-face communications with soldiers
at the lowest levels" is fundamental to being a good
leader at any level. It applies in garrison, in training,
and in the field. Any leader who violates the principle
risks being misinformed about matters critical to unit
success. Face to face communication helps to eliminate
barriers to communication.
• Ensure that accurate information flows laterally as
well as up and down. In Men Against Fire, S. L. A.
Marshall describes how leaders have a disastrous
tendency to regard flanking units as props rather than
as equal, mutually supporting units striving for a common goal.
They expect "higher" to keep them informed about
their flanks, but in the heat of battle "higher" rarely
knows. Unit leaders must actively seek out flanking
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units on their own initiative and share information on
strength and intentions. Marshall asserts that leaders
should ask themselves:
"Have I established full communications [with flank
units]? Do I know the strength, [or location], and intentions? ... Not one officer in two score is inclined to
make this a rule of action; it is the rare man who
applies it even on occasion. . .. Failure to grasp this
simple and basic idea of communications is the most
common cause of breaking contact on the field of battle and is the general reason why the union of tactical
forces is so frequently deprived of any positive
result .... Juncture of forces calls for a juncture of
thinking and of information if success is to be had at
the lowest cost.,,7 You should always send someone to
get information from units on your flanks.
8. L. A. Marshall gives the example of a company
that gave up a bridgehead to a German force in WWII
because it did not know that the other two companies
of its battalion were on its flanks within supporting
distance. Had the leaders known the strength, mission,
and location of the two companies, morale would have
been strengthened. This union of force of the three
companies could have held the bridgehead.8 Information
can build flagging morale. A union of information and
thinking causes a union of force.
Communication skills are fundamental to your ability
~oapply your other implementing skills-coordination,
mpervision, and evaluation. To illustrate these skills,
"Ie will use the example from chapter 7 of the platoon
eader planning the night attack training.

COORDINATION
Coordination is defined as "to bring into a common
ction, movement, or condition; to regulate and combine
l harmonious action." All players must be harmonizednging from the same sheet of music.
L. A. Marshall, Men Against Fire, PP 86-87.
"shall, PP 87-88.

Recall from chapter 7 that the night attack plan
includes a detailed organization of all tasks that must
be done, who will do them, and when, where, how, and
whY. The plan includes to-do lists covering all areas.
All tasks have been put in priority. For the sake of
efficiency, these tasks are divided between the platoon
leader, platoon sergeant, squad leaders, and other key
people.
It took you a week to complete the plan. You now
have about 43 days before the training will take place.
Of course, you will continually improve the plan, but
basically you will spend the remaining 43 days using
your implementing skills.
Coordinate your plan with all parties to avoid conflict with their plans. You have coordinated with your
commander for permission, but now you must give him
the written plan and gain his approval on all aspects
of your plan. It may be that parts of it interfere with
his plans, or he may have some valuable suggestions.
Coordinate with the various staff sections. Either you
or the company commander needs to inform the 83 of
your plan and of the support you will need. Training
aids (such as OPFOR weapons and uniforms) need to
be coordinated with the 83. You may also need to
request artillery, helicopters, engineers, or other support.
The 83, assistant 83, and the operations NCOs may
have suggestions and advice to help ensure quality
training.
Coordinate the plan with the 82 or the intelligence
sergeant. Get their ideas on how to conduct the train~ng. Perhaps they have some suggestions to integrate
Intel~igence training. Your plan includes the capture
:nd mterrogation of prisoners. Coordination is required
~ have the 82 or the intelligence sergeant present to
o serve and critique the way your platoon handles all
aspects of intelligence.
Coordinate also with the 84, supply NCO, and the
~otor officer or the motor sergeant. They must know
our overall :plan and the support and supplies you are

J.~y'U~~"[;lng.
J!.iverydetail of supplies, transportation, and
ammunition must be coordinated and double-checked.
The people supporting you must understand exactly
what you want, where you want it, and when you want
it. You must be sure that they are willing and able to
provide this support.
You also need to coordinate with the other platoon
leaders. Perhaps your training coincides with their training, and you can assist each other. Perhaps another
platoon needs training in conducting a night defense ,
and they would like to be the OPFOR. Consider all
possibilities.
Face-to-face coordination on these matters by you or
your representative is useful. If you send a written form
to the S4 asking for supplies and transportation,
he
may not understand what you are requesting, or the
form may be lost. On the other hand, if you hand-carry
the requests and personally coordinate with the S4,
motor officer, and ammunition sergeant, or their representatives, there is a much smaller chance for error.
Your manner as you carry out this coordination is
critical. Everyone else is busy with their plans and problems. You cannot expect them to stop everything and
react to your every wish. Although the staff and support sections are there to support your training, you
get more bees with honey than with vinegar. You will
get much better support if you have a "requesting"
attitude rather than a "demanding"
attitude. Your
approach to the staff officers or sergeants should be
along these lines: "Good morning, I am planning a
night attack on this date. Here is a copy of the basic
plan. Please take a little time, look it over for me, and
give me any suggestions you may have, especially in
those areas relevant to your staff section. Also, I have
prepared these requests for support, and I want to check
with you to ensure that they are reasonable and that
you can provide this support."
If you take this approach, you will be informing the
staff officer or NCO of the plan and your reques~s.
Since you asked for advice and suggestions, you wIll

make them feel involved in the plan. People are more
interested in seeing a plan succeed if they have been
involved in its development. This open approach will.
also bring up any problem areas or disagreements that
need to be resolved. If you feel that a particular staff
officer or NCO is not supporting you properly, explain
the situation to your commander. It is then the commander's job to straighten out the problem with the
83, the battalion XO, or the battalion commander.
Remember that this example is not designed to
explain every detail that must be coordinated. Its purpose is to illustrate how you should think and the kinds
of things you must do to coordinate a plan. Your unit
should also have clear, comprehensive SOPs to help you
coordinate all important details. If your unit does not
have them, take swift action to develop them. They are
essential to unit effectiveness.
The example on preparing for the night attack mission illustrates how to plan and coordinate training.
The principles and processes are also applicable to
planning and coordinating missions in combat support
and combat service support units.

SUPERVISION

AND EVALUATION

Supervision

is defined as keeping a grasp on the
situation and ensuring that plans and policies are
implemented properly. Supervision
includes giving
instructions and inspecting continuously "at firsthand"
the accomplishment of a task.
There is a narrow band of adequate supervision. On
one side of the band lies oversupervision; on the other
side lies undersupervision.
Oversupervision stifles initiative, breeds resentment,
a~~ lowers morale and motivation. Inadequate superVISlOn,however, can lead to miscommunications, lack of
coordination between subordinate units, disorganization,
and the perception by subordinates that the leader does
not care. This perception can lead to resentment, low
morale, and poor motivation.

All soldiers benefit from appropriate supervision by
seniors with more knowledge and experience who tend
to see the situation more objectively.
Evaluating is a part of supervising. Evaluation is
defined as judging the worth, quality, or significance
of people, ideas, or things. It includes looking at the
way people are accomplishing a task. It also includes
all types of "firsthand"
checking and inspecting. It
means getting feedback on how well something is being
done and interpreting that feedback. Does the feedback
indicate the plan will succeed? Does it indicate the need
for a modification or a major change in plans or policies?
You need to have a routine system for checking and
double-checking the things that are important to cohesion, discipline, morale, unit effectiveness, and mission
accomplishment. The programs in chapter 10 will help
you develop such a system. Checking is such a simple
word and concept. It is obvious that leaders must check,
but human nature can cause us to fail to check the
most simple things that can lead to big disasters. You
will hear some people say-"Worry
about the little
things and the big things will take care of themselves."
You will hear others say - "Worry abou t the big, important things and don't sweat the small stuff." Don't go
by either because they are poor guides. First, be concerned about the big things; that is where you exercise
your thinking or directional skills. Next, check the little
things that make the major things happen.
In your plan you created a to-do list for each category of the plan. Add to that list each day as you
coordinate and think of new things to do. Split up the
to-do tasks between yourself, your platoon sergeant, and
your squad leaders. Assign clear responsibilities
for
each task. Then systematically check yourself and your
subordinates so that everything is done correctly.
When delegating to subordinates, give them a list
of tasks, in priority, and tell them when you want the
tasks done. If possible, use a carbon copy. At the end
of each day, get together with your subordinates and

have each one brief you on the accomplished tasks,
roblems encountered, and what remains to be done.
~his is a simple technique, but important. It allows you
to stay informed of progress and problems, to control
events, and to develop your subordinates.

USE CHECKLISTS
You will find that all of us have poor memories
when it comes to remembering a list of details. We all
need checklists. The more there is to do, the more stress
there is, and the less time there is available, the more
we need checklists. Every soldier should have a notebook and pen. Every subordinate leader should have a
list of tasks that need to be accomplished that day.
You and your subordinates
should also develop the
habit of making up your own checklist of things you
want to do that day. The A priorities must be done
today; B priorities should be done tomorrow; C priorities can wait a few days. Do your boss's A priorities
first, then do your A priorities. (If you disagree with
the priorities your senior gives you, have the moral
courage to discuss your concerns with him.) Then move
on to the Bs, then to the Cs if you can get to them
that day. Each morning or evening develop your list,
and add to it as the day goes on. Check it several
times during the day. When someone-your boss, a peer,
a staff officer, or sergeant-tells
you something that
you must do or check on, do not rely on your memory.
Write it down on a checklist, and give it a priority.
:hen delegate it and check on it, or do it yourself. This
IS the only way to ensure that things will get done
and that your training
or your mission is "imple~ented" as planned. Good checklists are a crucial
Implementing technique.

USE A SYSTEM OF DOUBLE CHECKS

~rd

It is now 14 days before your night attack. You
Yo~.Irplatoon sergeant completely coordinated the
w an wIth the staff sections 2 weeks ago. All requests
th~re a~proved. Support and supplies were assured. At
. S POInt many young leaders assume that they have

done their job and that the training will take place as
planned. They neglect to go far enough, to take the
final steps, to follow through.
Do not ever allow yourself or your subordinates to
think this way. You have to use all available time to
check and double-check details necessary for the success
of your training.
The principle to keep in mind is:
"Follow through on your coordination, supervision, and
evaluation."
It was about 25 days ago that you coordinated your
supplies, ammunition, trainings aids, OPFOR uniforms
and weapons, and other items. You have been systematically checking and supervising all tasks that were
delegated and all support tasks, but you now need to
double-check everything. Have your squad leaders accomplished all necessary tasks, individual training, and
collective training?
Strange things can happen to ruin your training if
you are not immediately aware of them. The S4 and
motor officer may have new missions; they may have
lost your paperwork. They may have forgotten to tell
you that they can give you only one truck instead of
two to transport your platoon. This could throw your
time schedule off. People are human; they forget. Recognize that in yourself and others, and guard against
it. If you have a system of checks and double checks,
you will discover mistakes, have time to take corrective action, and minimize the disruption to training.

USE INFORMAL AND FORMAL INSPECTIONS
As a leader you need your own system of informal
and formal inspections. This will serve as an important
source of knowledge of your unit's combat readiness.
Good supervision and evaluation require you to be a
skilled inspector with a critical observant eye for detecting those details and things that can help or hinder
mission accomplishment.

When you observe one of your squad leaders conducting individual training, you ar: conducting an inform~l
inspection.
You are evaluatIng
the squad leader s
preparation,
his manner of teaching and coaching,
whether or not the soldier learns the task being trained,
and whether or not the training is properly recorded
in the soldier's job book.
Whenever you are with your soldiers and equipment,
you have a responsibility to inspect informally and take
appropriate action-praise
what is right, correct what
is wrong, and coach on how to do it right. You should
inspect and evaluate in a way that contributes to a
positive learning environment.
Be critical, but make
sure that they know you are on their side, trying your
best to help them improve.
Train yourself and your subordinates to be systematic
and thorough during your daily informal inspections.
Look for anything out of place, anything that is not
right, and anything that might hinder mission accomplishment or morale. Your eyes and mind must be open
and alert for small, but important,
details that are
symptoms of present or future problems. Examples of
informal inspections are described below.
You are a platoon leader. On the way to the mess
hall, you decide to stroll through the barracks. You see
a broken window. How long has it been broken? Is a
work order in? Who broke it? You make a note to ask
Your platoon sergeant these questions. You note the
latrine sinks are dirty. The SOP calls for the latrine to
be cleaned each day. Why isn't the SOP being followed?
One of your leaders is not doing his job.
While at the mess hall you eat with five of the
~~oops in your platoon. You have a helpful conversatlO~ with them about the last field training
cycle and
~e~r perception of training strengths and weaknesses.
hIle talking, you note that one of your soldiers at
another table is wearing worn-out boots that will not

protect her feet. The soldier next to her is wearing a
camouflaged T-shirt. Another soldier has holes in his
fatigue pants. You make a mental note to have Your
platoon sergeant counsel the squad leaders of these
troops. The squad leaders should have already seen and
corrected these problems.
After leaving the mess hall you write these points
down in your notebook. On your way to the training
site, you walk through your platoon's area in the motor
pool. You see a broken headlight, a missing mirror, a
flat tire, and trash in many of the vehicles. Why? Motor
stables were supposed to be performed this morning
while you and the other officers were on a tactical
exercise without troops. Make a note to check on these
points.
At your 1700 meeting with your platoon sergeant
and squad leaders, you explain what you found and
ask the appropriate questions. Your informal inspecting
found an array of deficiencies in your unit. Now you
and your subordinates go to work with the problemsolving process to correct them. You may have to
counselor coach your platoon sergeant. He should have

noted and taken action on the deficiencies you found.
You and your platoon sergeant also have some teaching, coaching, and counseling to do in order to develop.
the competence of your squad leaders.
Much of your success as a leader depends on your
ability to inspect systematically
as you execute your
day-to-day tasks. Much of what you do to create a good
unit involves repetitively paying close attention to routine,
seemingly minor, details. Little details, as well as big
ones, are important to morale and mission achievement.
To be a good inspector, you must develop an investigative attitude, as well as an observant eye for detail.
For example:
You are a platoon sergeant informally inspecting the
conduct of motor stables. You note that a side-view
mirror is missing on a vehicle. You ask the driver about
it. She says she found it missing 2 weeks ago. She
thinks it was stolen. She told the motor sergeant
about it right away and the motor sergeant said he
would order it. You ask if she told her squad leader
about it? No. Why? The squad leader told her to handle
that kind of thing directly with the motor sergeant.
Make a note to counsel the squad leader.
You check to see if the parts clerk ordered the mirror.
It was never ordered. Why? What is the problem in
communicating
the need for a part? Where did the
system break down? What action did the motor sergeant
take when the driver told him about the mirror? Is
there a problem with parts being stolen from vehicles?
You keep investigating until you find the causes of the
problems.
If you and your subordinate leaders are systematic,
observant, and skilled informal inspectors on a daily
basis, the need for formal inspections
is lessened.
Periodic formal, comprehensive inspections, however,
are necessary. Their timing and frequency depend on
the unit and the unit's mission. As a general rule you
should have a formal inspection of weapons and equip~ent be~o~e a trai~ing or combat mission and after a
leld traInIng exercIse or a combat mission.

One key to formal inspections is organization and
recordkeeping. As a leader you must first set standards
for excellence in all areas affecting combat readiness.
When inspecting, know what deficiencies to look for.
You must know everything that is important to your
unit's combat readiness.
The Army has excellent
documents on how to inspect Army weapons and equipment. You should use these documents for preparing
and conducting inspections.
In a formal inspection your manner is somewhat
more formal than during an informal inspection. But
the purpose is the same-to
look for every detail that
affects mission accomplishment.
Your soldiers should
know ahead of time the standards you expect in personal appearance, uniforms, weapons, and equipment.
You inspect for those standards. Whenever they are not
met, note the deficiency and ensure that appropriate
corrective action is taken in a timely way. The following
are examples of important formal inspections:
• Field gear should be formally inspected before and
after major field training. Does the soldier have all his
necessary equipment? Is it clean and serviceable? Will
his boots protect his feet? Is the soldier preserving the
leather of his boots? If the soldier is missing equipment,
what has been done to replace it? Why is it missing?
The answers to these questions may uncover problems
that you need to address. When you show concern over
these questions, you demonstrate that you sincerely care
about your soldiers.
• Formal in-ranks inspections of greens are necessary
periodically to ensure that each soldier has a reputable,
well-fitting set of greens. You do not want to learn that
a soldier has an ill-fitting
uniform just prior to a
ceremony or his leave.
• Individual and crew-served weapons must be formally
inspected periodically to ensure that your unit has a
program that provides weapons that are always ready
for combat.
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The combination of your informal and formal inspections is your overall inspection program. Your inspection program is a major way of gathering information,
identifying problems, and ensuring the combat readiness
of your unit. If you have a good systematic program
that covers all aspects of morale, discipline, training
readiness, and materiel readiness, you will always be
ready for inspector general inspections and inspections
by higher-level units. More importantly, your unit will
always be ready for combat. Combat may come today
or tomorrow, and your unit must be ready for it.
A case showing how to set standards, supervise, and
evaluate is relevant here. This case is based on an
actual incident.

The Rusty Rifles Incident
A staff sergeant in Vietnam suddenly found himself
transferred and made the platoon leader of an infantry
platoon. This platoon had developed some very poor
habits over the previous 6 months. Sergeant Jackson
had been the platoon sergeant in another platoon. The
company commander was impressed with his leadership
skills, so when he needed a platoon leader in another
platoon, he chose Sergeant Jackson.
Sergeant Jackson analyzed the situation. Among
other problems, rifles were rusty and dirty. He knew it
was imperative to institute a system of checks to ensure
that weapons were cleaned daily. He put out the word
that weapons would be cleaned to standard each day,
that each squad leader would inspect each day, and that
he would inspect a sample of weapons each day. The
day he gave this order was 3 days before the platoon
was to go to the division rest and recuperation (R&R)
area on the South China Sea.
The next day Sergeant Jackson checked several
weapons in each squad. Most weapons were still in
unacceptable condition. He called the squad leaders
together and explained the policy and the reasons he
was implementing it.

Ser~eant Jackson checked again on the following day
and stIll found most weapons to be dirty and rusty. He
decided that there were two causes for the problem.
First, the squad leaders were not doing their jobs.
Second, the squad leaders and troops were bucking himtesting his character to see who would really make the
rules in the platoon. He could feel the resistance to his
leadership-probably
because he was new and had been
the platoon sergeant in another platoon. Sergeant
Jackson knew he had a serious discipline problem that
he had to handle correctly. He called the squad leaders
together again. Once again he explained his standards
clearly. He then said, "Tomorrow we are due to go on
R&R for three days. I'll be inspecting rifles tomorrow.
We won't go on R&R until each weapon in this platoon
meets the standards
I have explained-rifles
totally
clean and rust free with a light coat of oil."
The next morning Sergeant Jackson inspected and
found that most weapons in each squad were still below
standard. Sergeant Jackson's patience had reached its
limit. His squad leaders and troops had to learn that
when he set a standard it would be met. They were due

to get on a helicopter
for t~e. R&R area at 1300.
S rgeant Jackson received permIssIon from the con:pany.
emmander to handle the situation as he saw fit. He
coBed the squad leaders together. With a determined
c a k in his eye and a firm tone of voice, he told them
l
00
1.
k'
that at 1300 there would be a forma moran s mspec.
If every weapon did not meet standards at the
t IOn.
.
k'
t'
inspection, there would be an?ther moran s mspec IOn
for squad leaders and troops. wIth su~standard weapons.
The inspections would contmue untIl all weapons met
standards.
At 1300 the platoon formed up, surly and angry at
their new platoon leader who was taking their hardearned R&R time. Sergeant Jackson conducted a formal
in-ranks rifle inspection.
The sol~iers co.uld. hardl?
believe it but his message was startmg to smk m. ThIs
man me~nt what he said, and this time all weapons
met standards.
Sergeant Jackson then said: "We have a mission to
perform. As your leader, I have a resp?nsibility to ensure
that you, your weapons, and your eqUIpment are combatready. Duty and readiness come first. When I put o~t
an order, standard, or a policy, your duty is to carry It
out and I will hold you to that. I intend to carry out
my' duties as best I can. That includes acc?mplishing
the mission while looking out for your well-bemg. If your
weapons aren't cleaned and oiled every day, they w~ll
jam in a firefight. That won't help carry out the mISsion or keep you alive. Part of my duty is to make you
do certain things that are in your own interest. One
of those things is make sure you keep your weapons c1ean. "
Sergeant Jackson did not have any more problems
with dirty, rusty weapons. Also, his squad leaders followed his lead and learned to supervise and inspect
systematically for those details that contribute to combatreadiness. Within a few weeks Sergeant Jackson had a
pretty fair platoon; in 2 months time, it was outstandir:~'
His programs for supervising and evaluating were CrItIcal to producing this combat-effective platoon.
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SUMMARY
This chapter has focused on the implementing skills
of leadership-communicating,
coordinating, supervising,
and evaluating.
You can have a great plan and a
highly cohesive, disciplined unit. If communication
breaks down, however, and if the implementation of the
plan is not coordinated, supervised, and continually
evaluated, disaster can result. Little things must be
checked and double-checked.
"For want of a nail, the shoe was lost; for want of
a shoe, the horse was lost; for want of a horse, the
rider was lost; for want of a rider, the battle was lost."g
In today's terms, someone may fail to check a small
item on a tank. That failure may cause a problem and
the loss of the tank just prior to a battle. The loss of
that tank may mean the loss of a battle.
In the next war in which Americans fight, the stakes
may be very high. The loss of a battle may cause the
loss of a war and the loss of our freedom as a nation.
Keep in mind that thinking skills, implementing
skills, and motivating skills (chapter 9) are intertwined
and that you must apply them simultaneously as you
lead. Obviously, you must think when you communicate,
coordinate, supervise, and evaluate. Also, you must
understand people and apply your implementing skills
in a way that motivates. We now turn to a critical type
of leadership-leadership
that motivates.

T

his chapter explains motivation and illustrates how
you can motivate people. It builds on. the kn?wl~dge
you have gained in the previous chapters, smce motivation~
skills flow from your other leadership ~ttr~butes. ThIS
chapter develops the principles of motlvat~on .. It also
discusses positive and coercive tools of motlvatIOn and
teaching and counseling.

EXPLANATION
A person's motivation is a combination of ~is ?esi~e
and energy directed at achieving a goal. MOtlv~tIO~ IS
the cause of action. Influencing people's motlvatIOn
means getting them to want to do what you know must
be done.
A quick review of the section on human n~ture in
chapter 6 may be helpful to you prior to .re~dIng further. A basic knowledge of human nature IS Important
to understanding motivation.
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A person's motivation depends on two things: the
strength of certain needs and his perception that taking
a certain action will help satisfy those needs. When
hungry, you desire food. Satisfaction
of thi)3 need
depends on motivation. The degree of motivation to
reach your goal-to
obtain food-is
affected by how
hungry you are and by your perception of the value of
the goal. Perhaps you are slightly hungry, but you do
not like fish. Someone suggests you go out for a fish
dinner. You have a weak need (hunger) and you perceive the value of the goal (fish) as low. You are not
highly motivated, therefore, to have a fish dinner. Suppose, however, you are very hungry, you enjoy steak,
and someone says he will buy you a steak dinner. You
now have a strong need (hunger) and you perceive the
value of the goal (steak) as high. Your motivation to
get the steak will be high.
People can be motivated by beliefs, values, selfinterest, kindness, fears, needs, worthy causes, and
other forces. Some of these forces are internal to the
person-such
as needs, fears, and beliefs; and some are
external-such
as danger, the environment, a chance
for promotion, pressure from a senior, pressure from subordinates, or pressure from one's family. External and
internal forces combine to determine what a person is
motivated to do in a given situation.
In Stephen Crane's The Red Badge of Courage, a
combination of internal and external forces motivates
a young soldier to run from the enemy on his first day
of battle. On the next day a different combination of
forces motivates the same soldier to great deeds of courage. In one situation his fears motivate him to flee; in
the next situation his courage motivates him to master
his fears and fight heroically.
If your soldiers have confidence in themselves, each
other, the unit, you, and the cause, they will be sincerely motivated. Training them to have the knowledge
and skills to -fight and win as a cohesive, disciplined

team will have a valuable motivating effect. People are
afraid of the unknown. Knowledge and skill combat
fear and increase confidence, which is a potent motivating force. It gives rise to morale, courage, and the
will to fight.
You must keep a broad point of view on human
nature and motivation. Do not allow yourself to hold a
narrow view like Alden's-that
troops are only motivated by fear. He believed that they must fear their
leaders more than they feared the enemy. It is equally
dangerous to believe the opposite-that
people are all
good, that most people will always be motivated to
work hard and to do the right thing. A complex array
of forces motivates people, and these forces cannot
always be readily seen or studied.
Although there is no simple formula for motivation,
we can provide a basic view of what motivates people.
Keep in mind that this view is a simplification for you
to use as a guide. It assumes that people are motivated
by needs. A person's
motivation
to reach a goal
depends on whether the person perceives that the goal
will satisfy certain needs. Realizing that different
people react to varying needs will allow you to arrive
at appropriate decisions and actions in a particular
situation.
To understand motivation you must understand how
needs drive people, individuals, or groups to action. For
ease of explanation, we will label all the internal motivating forces as needs. We discussed the different levels
of needs in chapter 6: physical, security, social, and
~igher needs. We can also say that people need to act
In terms of their beliefs, values, and character traits.
~or example, if a person holds a patriotic belief in the
Ideals of America, he feels a need to serve those ideals.
In the Civil War the great soldiers on both sides felt
a? unrelenting need to fight for their beliefs and perceived
fIghts. Traits of character are also motivating forces.
If physical courage and moral courage are traits of your
character, you have a need to behave courageously.

All of these needs are powerful motivating forces.
The way they combine with each other and with external forces determines what a person is motivated to do
in a particular situation.
As a leader you have the power to influence motivation. You can awaken certain needs in your soldiers
and sometimes make them override other needs. For
example, people need security. This often acts as a
restraining force, alerting a person and holding him
back from dangerous situations. When this need dominates other needs, however, it drives people to panic,
to run, to do the selfish, cowardly thing. In another situation, however, this security need is useful in that it
motivates soldiers to be appropriately cautious, to put out
security on the flanks, to dig in, to clean weapons, and
to reach standards essential to the security of the unit.
People also have a need to do the right and brave
thing regardless of danger. In dangerous situations this
need is in direct conflict with the need for security.
Which need will overpower the other and dictate the
person's actions? What soldiers are motivated to do in
cases like this may depend completely on what the
leader does to influence the conflicting needs. Our needs
are constantly fighting with each other, colliding, pushing, and pulling us in different directions. As a leader you

can add forces that guide people in the direction you
want them to go. You can weaken or eliminate counterproductive forces such as fears or feelings of despair
and hopelessness. Chapter 6 discussed ways to do this.
The most powerful form of lasting motivation is selfmotivation. Your goal as a leader should be to create
self-motivation
in your subordinates.
A few of your
troops will always require an external coercive force.
Most people, however, can become self-motivated if you
teach them the leadership attributes explained in this
manual.
N early all self-motivated professional soldiers are
influenced to some degree by the need to seek job
security, promotion, and approval of their peers ami

bosses. This is normal. The primary influences on a
self-motivated professional soldier, however, are internal
forces-his values, ethics, and character traits that form
the principles by which he lives. A self-motivated professional is a soldier of moral principle. A moral principle
is but a word until it is tested. A professional soldier
behaves according to his principles, regardless of the
situation. The main reason he does his duty is not to
gain a reward or avoid a punishment, but simply to
have the satisfaction that he is doing the right thing.
Chamberlain, York, and Dodd were such soldiers.

PRINCIPLES
Fourteen practical principles (guidelines) flow from
this basic view of motivation. We will explain each of
these general rules and give you guidance on practical
techniques for applying them.

PRINCIPLE 1

Make the needs of individuals in your unit coincide with unit tasks and missions. Your soldiers will
have a natural desire to work to satisfy their own
needs. When you link their interests and needs with
those of your unit, you have a powerful way to motivate your subordinates.
The following policies show
how you can apply this principle:
• People who do their job well and stay out of trouble
are recommended for promotion when they have proven
to their leader that they can handle the additional
responsi bility.
• Those who fail an examination (a practical hands-on
test) at the conclusion of classes receive remedial training during off-duty hours.
• Those who are unable to remain in formation during
the company run need additional PT and will assemble at 0700 on Saturday for remedial PT.
• Soldiers who miss a scheduled PT period during the
week for any reason or who failed the last PT test will
assemble for PT on Saturday at 0700.
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an pass t e T test to be considered for schooling
and promotion.
•and
Noone
goes to bed until the weapons are cleaned
inspected.

PRINCIPLE 2
Reward individual and team behavior that supports unit tasks and missions. The opportunity to
win a reward is a sound motivator, though often it only
provides actual incentive to the top five or ten percent
of the group the leader is trying to motivate. As General Bruce C. Clarke points out, programs like the
Soldier of the Month motivate only the top five or ten
percent of your people who are capable of winning this
award. It does nothing for the other 90 percent of the
average, good troops who really determine the success
of your unit.l
A piece of ribbon, a medal, a badge, a certificate, or
a letter are only small tangible objects, but they mean
a great deal to a soldier psychologically. Napoleon marveled at the motivational power of a small piece of ribbon. He once said that if he had enough ribbon, he
could conquer the world. Medals and other awards have
motivating power for a soldier because they are a way
of satisfying social and higher needs. They are tangible
evidence to the soldier that he is appreciated
and
needed by his leader, his unit, and his country. Awards
symbolize a proud achievement. Once the higher needs
are awakened by rewards such as praise from the
leader and by medals or badges for courage and hard,
competent work, the motivation to keep working for
more recognition normally increases.
Examples of how you can apply this principle follow:
• Let the soldier who gets the best score on the training
simulator fire the live missile on the firing exercise.
• Obtain recommendations
from every leader in the
chain on rewards, awards, and schooling.
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hI.rgher Army medals, letters of commendation, driver
and mechanic badges, and safety awards .
• Create local unit certificates or awards, where approriate, for individ~als
or units, such as "Hawkeye
~ward" for the antltank gunners who meet an established standard.
• Present awards at a retreat, parade, or some other
appropriate unit ceremony..
.,
.
• Reward the desired behavlOr of an IndIvIdual or
group promptly.
• Stand up for your good soldiers when they need help
in any way.
• Pick the sharpest soldier in the guard mount to be
the supernumerary, who walks no post unless another
soldier gets sick or hurt.
• Give a 3-day pass to everyone if the unit passes the
annual general inspection. Give a fourth day to any
individual cited as "commendable."
• Give verbal praise liberally. If a soldier is trying to
learn the right values, character, knowledge, and skills,
encourage him-even
if he is still falling short. That
recognition will reinforce his efforts and motivate him
to do even better. Often words of praise like, "Thanks
for doing such a fine job, Private Smith; I've been
noticing your hard work and I sure appreciate it," have
a tremendous motivating effect. Be aware, however, that
if you give tou much praise, or give it when undeserved, you cheapen its motivating value.
• Develop awards and ways of recognizing good performance that motivate the large group of average
people who make up 90 percent of your unit. There is
nothing wrong with giving verbal praise, time off, certificates, or badges of achievement to 90 percent of your
unit if they meet certain standards.
• Promote people who work hard, study hard, achieve
standards
and influence others to achieve unit standards, add who show the capability
for increased
responsibility.
u~~~v

----

• Give routine benefits upon mission accomplishment.
For example, you can make the satisfaction of certain
physical needs dependent upon the achievement of standards, such asoIn the field, your soldiers clean their weapons
and prepare defensive positions before they go to sleep.
oWhen your soldiers come out of the field, they
clean and inspect all vehicles and weapons before they
go home.
• Write a short letter-just a paragraph or two-to the
families of soldiers regarding the soldiers' performance.
Parents can strongly influence motivation.

Although there were few tangible rewards he could
offer his infantrymen, this commander did have a liberal policy of recommending medals for bra very in
action. This policy had a great motivational effect. This
company commander believed that it took courage, hard
work, and skill to be on the front line, to face the
enemy when bullets were flying, to use weapons effectively, to communicate, to fight as an individual and a
team, and to win. He rewarded people for special contributions they made to the unit, in and out of battle.
This awards policy was a powerful motivator in this unit.
It showed the soldiers that their courage and skill were
sincerely recognized and appreciated by their leaders.

The following is an example of this principle.
An infantry company commander in Vietnam pondered the challenge of rewarding soldierly behavior that
would lead to success against the enemy. There was
very little he could offer his soldiers by way of tangible
rewards, except for medals. He could not promise them
time off or special passes or special pay. They were at
war 7 days a week-living in mud, in the jungle, in
rice paddies, and suffering sweltering heat. They faced
the threat of death every single day. Their only time
off in a year was one 5-day R&R period and one or
two 3·day rests in a large base camp. They received
the same combat pay as soldiers in large protected base
camps with hot food, clean sheets, maids, and other
comforts. Threats could not make them do their duty.
Positive, tangible rewards could not be the main motivator to do their duty as there were so few.
Clearly, he had to rely much more on intangible,
psychological rewards to motivate his soldiers. He had
to get his men to want to do their duty for the psychological satisfaction of knowing that they were doing
the right thing, the courageous thing. The only true
reward for doing their duty was the knowledge that it
was worth doing. One of the few things the commander
could do to reward his soldiers was to give them his
personal thanks periodically.

This example illustrates that the greatest reward to
a true professional soldier is the inner knowledge that
he is serving his unit and country to th~ best of his
ability. His peace of mind and sense of service and
accomplishment are his reward.

Recall Rifleman Dodd in chapter 5. Dodd was cold
and hungry; his clothes were ragged and verminous.
He was planning a mission he knew might cause his
death. But he was doing his duty as his officers and
sergeants had taught him. The only reward he had was
the knowledge that he was doing his absolute best as
his officers and sergeants would want him to. That was
enough for him. That is the true reward of a professional soldier.

counseling session should be the individual, you, and
anY intermediate leaders in the soldier's chain who are
subordinate to you.
• Recommend to your commander suspension of some,
part of a soldier's Article 15 punishment, if you deem
it fair, to encourage him to get back quickly to doing
his duty well.

PRINCIPLE 3
Counselor punish soldiers who behave in a
way that is counter to unit tasks, missions, and
standards. The previous principles were the "carrot"

subordinates how to act, you are teaching them at the
same time. If you follow regulations and SOPs, you
show your subordinates that you expect regulations and
policies to be followed. You also prove your own degree
of self-discipline. Examples of how you should apply
this principle follow:
• Apply camouflage thoroughly, wear your helmet at
all times in the field, and lead the way through the
obstacle course .
• Get adequate rest. You must remember that you cannot do everything. Your people look to you for clear
thinking and creative, practical problem solving, planning, and decision making. As the leader you are the
brain of the unit. You will set the direction; you will
navigate the ship in the storm. You must have enough
sleep to think clearly and to make the right decisions
under stress.
Your people also require adequate sleep. Therefore,
ensure that you set the example in getting enough rest.
Recall the two companies on the ridge in Korea (chapter
6); the one without sleep was routed, but the troops in
the company with 30 minutes of rest fought like tigers.
• Set the example in physical fitness. It is a fact that
physically fit people are mentally, physically, and emotionally stronger than people who are not. Physically
fit people are better able to withstand stress in peace
or war. They are better able to think clearly. Setting
the example in physical fitness includes leading a conditioning program for your unit following a healthy
diet, using alcohol or tobacc~ in moderation,
or
abstaining from their use.

or reward approach. This is the opposite, the "stick."
This principle is usually necessary only to motivate the
soldiers who do not respond to positive motivation.
Before resorting to "the stick," you should be certain
that the task, mission, or standard was clearly communicated prior to the infraction. Examples of how you can
apply this principle follow:
• Ensure that every leader in the chain of command is
involved in the process of judicial or nonjudicial disciplinary action. Each leader provides his recommendation for leniency or severity of punishment. This shows
the troops that the squad leader, platoon sergeant, and
platoon leader do have the power of the "stick." The
leader at the appropriate level to take action considers
the judgment and recommendations of his subordinate
leaders who know the soldier well. This also gives the
commander another practical way of involving subordinates in the problem-solving process and of developing
their leadership ability. Each case requiring counseling
or disciplinary action provides an opportunity to teach
subordinate leaders how to counsel, to teach discipline,
or to take disciplinary action.
• Conduct reprimands, counseling, and corrective action
as privately and as quickly as possible after an offense.
Do not humiliate or embarrass a soldier in front of
others. The only people present during a reprimand or

PRINCIPLE 4
Set the example in all things. If you show your

• Position yourself so you can best control and help
your unit. You should be where you can move swiftly
to the crisis, the "point of action." When the bullets
are flying, "follow me" is often the only motivation
that works.
A word of caution is in order here. No man or
woman is superhuman, and your soldiers do not expect
that. While they want you to set the example in all
things and to share danger and hardships with them,
they do not want you to take unnecessary risks with
your life or their lives. If they see you taking unnecessary risks with your life, they may lose confidence in
your judgment.
Also, the unnecessary loss of a good leader has a
terrible effect on the morale, cohesion, and effectiveness
of a unit. Heroism is the necessary display of physical
or moral courage to do your duty for your unit, the
Army, and the country. But it does not mean stupidly
exposing yourself to enemy fire.
Chamberlain, York, Dodd, and Kelly were all heroes,
but the evidence indicates that the furthest thing from
their minds at the time of their heroic deeds was demonstrating their heroism. What was on their mind was
how best to defeat the enemy through superior skills.
Their motivation was to do their duty and to accomplish their missions. They had the character, knowledge,
and skills to succeed in their missions against great
)dds. That is the kind of heroism we need in modern
battle, not careless exposure of self and others to
ianger just to be recognized as a brave, fearless hero.
?RINCIPLE 5
Develop morale and esprit in your unit. Morale
s defined as the mental, emotional, and spiritual state
If an individual. It is how he feels-happy, hopeful,
:onfident, appreciated, worthless, sad, unrecognized, or
lepressed. Morale has a tremendous impact on motiration. High morale strengthens courage, energy and
he will to fight.

Everything you do as a leader affects morale in one
way or another. You must always be aware of how your
actions and decisions affect it. Try to give your people
something to hope for, because hope builds morale.
Napoleon said, "Morale is to the material as four is to
one"-meaning that morale is four times more important than weapons and equipment in determining the
outcome of battles.
Esprit means team spirit. It is a product of cohesion.
Esprit is defined as the spirit, the soul, the state of
mind of the unit. It is the overall consciousness of the
unit that the soldier identifies with and feels a part of.
It is a great motivator.
Examples of how you can build morale and esprit
in your unit follow:
• Show your soldiers that your unit really cares about
them through a welcome and orientation program. All
newcomers should be linked up with a good soldier to
show them around. They should meet with the command sergeant major who tells them about unit history,
distinctive unit insignia, and battle streamers. They
should meet with the battalion commander who tells
them about the mission of the unit.
A new soldier should be welcomed and interviewed
by each leader in his chain of command-from the fire
team leader through the company commander-during
his first 24 hours in the unit. During these interviews,
the leaders should explain what the unit has done in
the past few months; what it will be doing; and unit
standards, policies, and norms.
• Plan a retreat parade to be held at the conclusion of
the after-operation maintenance as a part of major
exercises or deployments. Plan well ahead and have the
division band there to play for the ceremony. Present
individual and unit awards at the ceremony.
• Have a farewell program that shows your departing
soldiers how deeply you and other unit members appreciate their dedicated service. Ensure that they receive
any medals or deserved recognition before they leave.

Have an appropriate farewell ceremony for departing
soldiers. Conduct the ceremony in a way that shows
your sincere appreciation to the departing soldiers and
reinforces desired unit values and standards.

Give your subordinates tough problems, and
challenge them to wrestle with them. Coach them
on their problem solving, decision making, planning,
and implementation. Mission-type orders encourage the
development of junior leaders.
A company commander in Vietnam practiced this
principle in the following way. One day he called in a
new platoon leader and informed him that intelligence
sources indicated a squad of four or five Vietcong
spending the night in a particular village. He pointed
to the village on the map. "I need you and your platoon
to capture or kill those Vietcong by 0700 tomorrow,

b fore they leave the village, without hurting innocent
c~vilians in the village. You are new so you do not
k w the terrain well, but your platoon sergeant, squad
1n~ers and some of your troops know it well. Get their
e:vice. 'I want you and your subordinate leaders to come
a with a plan to accomplish the mission. Come back
up
I "
in 2 hours and bne. f me on your pan.
The company commander could have given the platoon leader a plan, but that would not have developed
the thinking of the platoon leader. Moreover, the plan
would have lacked valuable ideas from the platoon sergeant, squad leaders, and troops. People are motiva~ed
to carry out a plan if they are part of the plannIng
process.
The platoon leader consulted his platoon sergeant,
squad leaders, and several experienced troops, and they
developed a plan. The platoon leader then presented the
plan to the company commander. This is a good process, when time is available, for several reasons:
• It teaches the junior leaders .
• It motivates the people who must carry out the plan
because they had a part in creating it, and it produces
better understanding of the plan among those who must
implement it.
• Communication is clearer; therefore, everyone has a
better understanding
of the mission and what they
must do as individuals and as a team to achieve it. A
clear vision of the goal and the path to the goal
enchances motivation and allows subordinates to use
initiative if communications break down or the plan
deteriorates.
• It allows the company commander to coach and
develop the thinking skills of the platoon leader.
• The platoon leader may come up with a better plan
than the company commander.
• It creates an open, trusting communication
bond
between the members of the chain of command-the
leadership team. A thinking, cohesive leadership team
develops a cohesive, disciplined, effective unit.

• It obtains the best of the minds of the captain, lieutenant, sergeants, and troops and applies that thinking
to unit goals.
• The captain can still alter the lieutenant's
necessary.

I
I

I

plan if

• The captain may learn some new ideas or methods
from this process.
ThisI example also illustrates the value of the next
"
prlnClp
e.
PRINCIPLE 7
Have your subordinates participate in the planning of upcoming events. Participating in the planning of future events can be a highly motivating experience. It improves communication,
which in turn
improves cohesion. Improved communication also gives
everyone a clearer picture of the objective, so that they
can use their initiative to achieve it. Clear understanding of the mission and the plan combats illfounded rumors and fears that are based on lack of
knowledge.
By involving your subordinates in planning, you
show that you recognize their ability and appreciate
them. Recognition and appreciation from a respected
leader are powerful motivating forces. Your subordinates
contribute ideas to the plan, which gives them a personal interest in seeing the plan succeed.
The example of the company commander in Vietnam
involving his platoon leader, his platoon sergeant,
squad leaders, and a few troops in developing a plan
shows one way you can apply this principle. The platoon leader planning the night attack in chapter 7 is
another example.
PRINCIPLE 8

Alleviate causes of the personal concerns of
your soldiers so that soldiers can concentrate on
their jobs. In chapter 8 we explained that every individual has a unique combination of experience, values,
character traits, knowledge, and skills which causes him
to have a unique frame of reference for dealing with

life. Things that seem of no importance to you might
seem critical to some of your soldiers. Some of them
will have family, financial, or legal problems. You must
empathize with them before you can help them. You
may have some potentially good soldiers who have
never had a parent figure to teach them how to live.
They have not been taught how to handle money and
legal matters, how to have meaningful relationships
with the opposite sex, how to stay out of trouble, how
to balance the demands of work with the needs of one's
family, and how to grow professionally and personally.
You need to help your soldiers as much as you can
with their personal and family affairs. If they are
having real or perceived personal problems, the problems will worry them, consume their energy, and prevent them from being effective soldiers. Teach your
soldiers how to handle their personal and professional
lives in a healthy, constructive way. The following
examples show how you can apply this principle:
• Start with your program for welcoming new soldiers
into your unit.
• Assist your soldiers with legal, personal, or financial
advice to help them work through their problems. Keep
books regarding these subjects available for your reference and theirs. Have a comprehensive program for
informing and helping the spouses of your soldiers.
Avoid making personal decisions for your soldiers, but
help them determine facts and wise alternatives.
• Encourage informal conversations between leaders
and troops. You may have people in your unit with
untapped expertise to shed light on a problem area.
• Counsel your soldiers as best you can when they have
personal problems, such as financial, legal, or family
problems. But never hesitate to refer them to a chaplain, a lawyer, or some other appropriate professional
for help. Never hesitate to call or see professionals yourself to determine how they can help your soldiers. Chaplains can be of great assistance in helping you carry
out this principle.

• Provide assistance to family members when soldiers
are on an exercise or on temporary duty. Notify them
in advance, in writing, on who to call for emergency
assistance. Ensure that soldiers keep their preparations
for deployment up-to-date to minimize any difficulties
for their families.

PRINCIPLE 9
Ensure your soldiers are properly cared for and
have the tools they need to succeed. Caring for your
soldiers means doing all you can to try to help them
meet their physical, security, social, and higher needs.
Some leaders get the idea that caring for their soldiers
only means ensuring that they have adequate food,
clothing, rest, shelter, and necessary weapons and equipment to do their jobs. Providing for these physical
needs is critically important, but caring for your subordinates goes much further.
If you truly care about your soldiers, you are deeply
concerned about all aspects of their lives-in much the
same way a parent cares about his children. If you
care about your soldiers, you want to prepare them for
battle and for life in every way you can. You want to
teach them all that you know. You want them to have
the right values, character traits, knowledge, and skills
because these are the tools that will allow them and
your unit to survive, to protect this nation, and to win
in battle. They are the tools that will allow your
soldiers to live happy, productive lives as soldiers or
civilians.
The following examples
this principle:

show how you can apply

• Ensure that your soldiers are properly fed, clothed,
and protected from the weather.
• Ensure that your soldiers powder their feet and put
on dry socks each day when in the field. You or your
medic should inspect to ensure that this is done.
• Share survival tricks with your soldiers, such as layering clothing, making a fist inside your glove, and
body motion to prevent frostbite.

• Conduct special flelC1 nyglene Classes lur le1l1i:11e
soldiers.
• Make your people observe proper health habits such
as using iodine tablets in impure water or taking
required malaria pills in tropical climates.
.
• Ensure that your soldiers dig in and prepare defensive positions whenever you will be in a position for a
period of time.
• Ensure that your soldiers clean and maintain their
weapons and equipment each day.
• Ensure that your soldiers wash their hands before
going through the chow line.
• Insist on proper field latrines.
• Insist that canteens are clean.
• Insist that your soldiers keep their bodies, teeth, and
clothing as clean as conditions permit, and that your
male soldiers shave. This serves two purposes. Bathing,
shaving, brushing teeth, and putting on clean clothes
are basic health habits. These simple preventive measures have a major impact on counteracting
fungus
infections and other diseases. Secondly, they help maintain the veneer that keeps soldiers civilized in war.
• Encourage your soldiers to improve their education.
• Inform your soldiers of chapel programs available to
meet their spiritual needs.
• Advise your soldiers on how to live-how to handle
money, how to relate to other people, and how to grow
professionally and personally. Teach your subordinates
how to have self-development programs for increasing
their professional and personal competence.

PRINCIPLE 10
Keep your soldiers informed about missions
and standards. We have discussed the importance of
clear, open communication so that soldiers can accomplish their mission as a team and use initiative in the
absence of orders. The following examples show how
to apply this principle:
• Conduct periodic discussions in which you talk about
upcoming training and answer questions.

during-the-action, and after-action programs explained
in chapter 10.
• Ensure that company short-range (3 months) and
long-range (12 months) training plans are accessible to
each squad leader and soldier. Each soldier should also
have easy access to all published training schedules.
In this way a soldier will know when to plan leave
when he will be on guard, when he will be in the field
or deployed, and what to do to prepare for upcoming
events. It gives him a sense of control over his life.
PRINCIPLE 11
Use positive peer pressure to work for you and
the unit. Peer pressure can be a powerful motivating
force, but you must be careful how it is applied. If
not used properly, it can backfire with serious
consequences.
On the other hand, positive peer pressure that is
based on professional norms and values is healthy. The
following examples show techniques for applying positive peer pressure:
• When a detail (police call) is properly completed by
a unit, everyone goes to eat.
• When a squad is selected as best in the company, it
will get an afternoon off. Best squad is based on discipline, cohesion, maintenance, and individual and collective skills.
PRINCIPLE 12
Avoid using statistics as a major method of
evaluating units and motivating subordinates. Because senior leaders cannot be with their subordinates
as much as they would like, they often use statistical
goals and summaries to evaluate the effectiveness of
subordinate units and to motivate their subordinate
leaders. While their objectives are commendable, the
results are often counterproductive. Key definitions may
be redefined, procedures changed, and other actions
taken so that even if the "counting" were done quite
honestly, the statistics would be warped. Some examples
of this follow.

Id be no more tank engine compartment fires. The
wouIt was that there were no more fires. Instead, there
resu a series of rapid oxidations and massive shorts in
was
.
rt
t,,2
1 trical components of engine compa men s.
e~
.
When unit training was measured by the number of
ds expended and the number ofd times the rifle
roun
ges were open, more and more roun s were expended
:~~h month-in the air, in the ground, and so forth.
M re and more ranges were opened and closed by
o nd lieutenants without any firing between the openseco
.
I
ing and closing of .t~e ranges. ThIs J.1oton y gave a
false picture of traInIng, but worse, It taught young
leaders to be dishonest.
.
When the number of pay inqui~es became.a mea.sure
of financial unit effectiveness, a f~nan~e off~cerqUIetly
changed the definition of a pay InqUIry. FInance services for soldiers did not improve, but the number of
complaints that met the new definition of pay inquiry
was lower.
These are examples of the counterproductive effects
of an evaluation system based on the improper use of
surface or image statistics. Statistics in themselves are
not necessarily bad or good. Statistics should be used
sparingly and carefully because they are on~y the
"mask" of a unit and they may present a false Image.
They are surface indicators or symptoms that need to
be checked further. Perhaps they indicate a serious problem, perhaps not. You simply do not know until you
look into the true causes of the symptoms.
Improper use of statistics has a devastating ef~ect
on trust, morale, and motivation. Valid evaluatIOn
systems and effective leaders require much m~;.e tha~
statistics. They require ways to get beneath the Image
to the real substance of the unit-the true strengths
and weaknesses that influence effectiveness and the
real leadership causes of those strengths ~nd weaknesses. An inspirational leader makes the time t? get
out with the troops and see the substance of a unIt.
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Make the jobs of your subordinates as challenging, exciting, and meaningful as possible.
Make each soldier feel that he or she is an intelligent,
feeling, thinking individual-not a cog in a machineand that his creative thinking and competence are
crucial to the success of the entire unit. Experience and
study have proven that people need meaningful work.
They need to believe that what they are doing, even if
it is tiring and unpleasant, is necessary and important.
When people feel that their jobs are important and that
they have responsibility, they feel needed and motivated. Examples of how you can apply this principle
follow:
• Delegate some of your responsibility and authority.
You may think that this means to give up some of
your power to your subordinates. That is true because
you give them authority to give certain orders and supervise certain tasks. However, you actually increase the
power of your unit and yourself because you develop
the be, know, and do attributes of your subordinates,
and you greatly increase their motivation. You also free
yourself to direct your attention to bigger problems and
to plan for the future. Therefore, you increase your
power, the power of your subordinates, and the power
of your unit all at the same time.
Delegating authority and responsibility-pushing
power down-helps you get the best out of all your
subordinates. Of course, you can never delegate your
overall leadership responsibility because you are always
responsible for whatever happens or fails to happen in
your unit.
A company commander is totally responsible for all
that happens in his unit. Since the company commander is ultimately responsible, does that mean the
platoon leader is not responsible for what happens in
his platoon? Of course not. Both the company commander and platoon leader are responsible for all that
happens in the platoon. The company commander, first
sergeant, platoon leader, platoon sergeant, squad leader,

and fire te~m leader are all responsibl~ ~o~w?at haI?pens in a gIVen squad or team. ResponsIbIlIty In a unIt,
must be shared by all members of the unit.
• Give responsibility to subordinates who have the skill
and will to handle it.
• Ensure that the individual who is given the responsibility knows exactly what you are holding him accountable to do. Ensure that he has all required resources
to accomplish what you want him to do.
• Strive to make all your subordinates feel that they
are as responsible as you are for achieving all unit
standards and goals. This requires that soldiers have
a complete understanding of your frame of reference
and of all unit standards, missions, and goals. If you
can get your subordinates to accept this belief about
their responsibility to the unit, you will have tapped
into a powerful motivation source.
People have a need to feel responsible and important. Make your people feel important by letting them
know that they are responsible for using their initiative;
achieving all unit standards, missions, and goals; and
influencing others to do the same. If you have a company that feels that way about company goals, you will
have a great unit. The way to instill this value has
been explained in chapter 4. Make a point of publicly
praising and rewarding performance that exhibits this
sense of responsibility.
• Challenge a capable individual by giving him increased responsibility. This will cause him to grow.
Give him the recognition and rank that go along with
the increased responsibility.
A note of caution is in order here. Once you have
delegated a responsibility according to the guidelines
discussed, check, coach, and supervise to ensure that
the subordinate is handling the responsibility well. You
are still responsible for everything that happens or fails
to happen in your unit. So you personally have to check
and teach. You can't lead from an office. A platoon

leader should delegate the responsibility for conducting
individual training to his NCOs. The platoon leader,
however, is directly responsible for ensuring that the
platoon sergeant and squad leaders plan and conduct
an effective individual training program. He does this
by participating in the planning of the program, approving the program, and supervising the execution of
the program.
He supervises and checks in various ways. One way
is to observe each squad leader conducting individual
training. Another is to sample several soldiers in each
squad each week-to ensure that they have learned the
required tasks and that their job books are up-to-date.
When he finds deficiencies in the program, he gives
clear guidance to his platoon sergeant, coaches or counsels the appropriate squad leader, or, depending on the
situation, has his platoon sergeant do the coaching and
counseling. All leaders should have this type of system
for ensuring that subordinates are carrying out their
responsibilities.
The following section provides useful guidelines for
dividing responsibilities and tasks between officers and
NCOs. It is important that this section be viewed in
the light of the caution just discussed. Officers are responsible for helping, supervising, and ensuring that
NCOs carry out their responsibilities. They cannot
simply say, "Oh, that's sergeant's business," as if
checking the maintenance of weapons, the quality of
food, the correctness of foxholes, or the cleanliness of
the barracks is somehow below their commissioned
status. Officers should not do NCOs' work for them;
however, they must ensure that NCOs have the guidance, resources, and assistance necessary to do their
duties.
By the same token, NCOs are responsible for assisting and advising officers in carrYing out their duties.
They must also stand ready to assume the responsibilities of the officers. There is no clear, sharp line that
distinguishes officer and NCO responsibilities and
duties. The officers and NCOs of a unit must determine

the exact division of responsibilities and tasks
sidering the mission, the situation, and the abili1
personalities of the leaders on that particular le~
team.
The following points from FM 22-600-20explai
lines for what officers do and what NCOs do.
RESPONSIBILITIES
OFFICER

NCO

The officer commands, establishes policy, plans and
programs the work of the
Army.

The NCO conducts the
business of the Army \I
established orders,
directives. and policies.

The officer concentrates on
collective training which will
enable the unit to accomplish
its mission.

The NCO concentrates
individual and team tra
which develops the
capability to accomplisl
mission.

The officer is primarily involved with unit operations,
training, and related
activities.

The NCO is primarily
involved with training
individual soldiers and
teams.

The officer concentrates on
unit effectiveness and unit
readiness.

The NCO concentrates
each subordinate NCO
soldier and on the sma
teams of the unit-to I
that each is well traine
highly motivated, read,
functioning.

The officer pays particular
attention to the standards of
performance, training, and
professional development of
NCOs.

The NCO concentrates
standards of performar
training, and professiol
development of NCOs
enlisted persor;mel.

The officer creates conditions-makes the time and
other resources available-so
the NCO can do his job.

The NCO gets the job

Do not tolerate any form of prejudicial talk Or
behavior in your unit. Racial, sexual, or other prejudicial talk and behavior are contrary to the principles
that America was founded on. They are contrary to the
professional
Army ethic and the character trait of
justice. If a soldier feels that he is the object of prejudice, his motivation to serve the unit can be seriously
damaged. Prejudice can also destroy cohesion.

POSITIVE AND COERCIVE TOOLS
One of the most difficult problems that all leaders
face is finding the appropriate mix of the "carrot" and
"stick" -the positive and coercive tools of motivation.
How do you determine the right combination for various difficult situations? When should you use the carrot
and when should you use the stick? These are difficult
but crucial questions. Your ability to use an appropriate
combination of positive and coercive tools of leadership
will have a significant effect on the motivation of your
soldiers and the discipline, cohesion, and effectiveness
of your unit.' This section provides guidelines on how
to determine the appropriate mix of the positive and
coercive tools of motivation.
The major positive tools of motivation are•
•
•
•
•
•

Setting the example.
Establishing clear goals and standards.
Teaching, coaching, counseling.
Listening, persuading, rewarding.
Making jobs challenging and meaningful.
Making unit and soldier needs coincide when possible.
The coercive tools of motivation are-

• Verbal and written reprimands.
• Warnings about inappropriate behavior.
• Nonjudicial and judicial punishment.
Both the positive and
The art is knowing what
in a particular situation,
them. Since most people
you should develop your

coercive tools motivate people.
combination of tools to apply
and in what manner to apply
want to do their duties well,
skills with the positive tools.

The more ::;1\..l.l.l.LU~ J~- --better leader you will be. These skills are difficult to
develop for some people, and they take time to apply
successfully. Initially, the re~ponse of your pe.ople. to
these skills may not be as qUIck as you would lIke.
Because it is more difficult to learn to apply the
positive skills of motivation, people in authority, like
Alden, often find themselves overusing coercive tools
of motivation. They are much easier to use and tend
to get immediate short-term results. It is easier to
threaten a willing, but below average soldier than it is
to spend time determining his problem, counseling him,
and teaching him to be a good soldier. Leaders who
rely on coercive tools as their main method of motivation in peacetime can produce units with impressive
statistics on maintenance, training, AWOLs, and contributions to fund-raising campaigns. You must remember, however, these statistics may show a false mask.

OVERUSING COERCIVE TOOLS
There are several major problems with overuse of
coercive tools of motivation. Coercive tools depend upon
fear. People have deep security needs to avoid pain and
fear-producing situations. These are lower-level needs.
Unlike the higher needs which reinforce motivation,
when the lower needs are met, motivation to do the
job ceases.
People motivated
by coercive methods only do
enough to reach minimum standards and avoid the
punishment of the leader. When the coercive leader is
not present to threaten, motivation to reach the leader's
standards and goals stops. If discipline is a measure
of what a soldier does when the commander is not
t~ere, then in the case of the coercive leader's unit, true
dIscipline is missing.
Improper use of coercive motivation causes resentment and loss of respect for the leader. It creates a
~egative unit climate that damages the soldiers' trust
In th.eir leaders. Loss of trust destroys open, candid communICations-the
unit's life blood. If subordinates are

afra.i~ of. a leader, they will be afraid to ask him for
cla:lfI~~t~on. of mess~ge~. They will be afraid to Use
theIr InItIatIve, creatIve Intelligence, and judgment i
difficult situatio~s when the leader cannot be reache:
~veruse. of coerCIOncreates a shallow, false disciplin
In a unIt because the discipline is caused by fear no~
by internal forces that carryon under stress.
'
A coerc~ve le~dership atmosphere prohibits people
from experImentIng and developing their competen
.
.c'
ce,
~nd fr om grow~ngprol.essIO~allyand personally. MotivatIon based maInly on coe.rcI~nbreaks down in combat
because the fear of maImIng or death in battle is
stronger than the fear of the leader's punishment. At
th~ mome~t of truth in combat, the leader who has
relIed heaVIly on fear for motivation in peace finds himself powerless in. battl~. On the field of battle, he cannot r~ly on coe;-cIOn.SInce his unit lacks real discipline,
coheSIOn, confIdence, and morale, it panics becomes
routed, mutinies, or suffers an unnecessary d~feat.
The process just described is real. Perhaps you think
t~at the contrast between Alden and Randall is artifiCIal, that there really are no leaders like Alden or
Randall. That is simply not true. There are Aldens in
the Army. There are Randalls and Chamberlains. If you
rely too much on coercion, you will be an Alden. You
must develop the positive skills of motivation.

APPROPRIATELY USING COERCIVE TOOLS
We have discussed the perils of overusing coercive
methods. When is it appropriate to use coercive tools
and how do you use them?
When reasonable, attainable standards are set the
lead.er. shou~d. communicate the consequences fo; not
attaInIng mInImum standards. Thus far we have given
you two examples of when such coercive methods may
be used-the platoon sergeant in Vietnam (chapter 5)
who set a clear standard with a reasonable consequence
to get the men on a position to dig in properly and
the platoon sergeant (chapter 8) who took similar action
to get his men. to clean their weapons properly. In the

pIes for applying the principle of "making the
e"a: of individuals coincide with unit tasks and misee
n. s " we have shown the proper use of coercionSIOn ,
• h
'ng clear standards WIt
reasona ble consequences.
tt
se II'
..
I"
Th
examples for app yIng t h e pnnCIp
e counse1 or pun· hesoldiers who behave in a way that is counter to
:nit tasks and missions" also illustrate proper use of
ercion. We cannot tell you exactly how and when to
coe coercion, but the following guidelines can help you
:~ink through problems and determine how to motivate
people in vario~s situations:
..
.
• Use the positIve tools of motIvatIOn first WIth groups
of soldiers and with individuals.
• Strive to instill professional values and character
traits in all your subordinates. They will then be mainly
self-motivated by their own professional beliefs, values,
and character.
• Ensure through teaching, counseling, and coaching
that your people have the knowledge and skill to reach
all unit standards.
• Determine the cause when a soldier or a group does
not reach a standard. Was it improper communication,
lack of knowledge and skill, intentional failure to do a
job, intentional violation of a rule, or unprofessional
values and character traits? If the cause of the problem
is poor communication or lack of knowledge and skill,
then improved communication, instruction, and training
are in order. If the cause is intentional failure, disobedience, or unprofessional values or character traits, then
counsel the individual or group on why these things
are unacceptable. Tell them of the consequences of failure to meet unit standards. If the improper behavior
persists, then further disciplinary measures are in order.
• To determine fair disciplinary measures, seek the
advice of seniors, trusted subordinates, peers, and others
you trust. Use the problem-solving process, determine
an appropriate, fair punishment, and administer it. Follow up with evaluation of the effect of your action on
the individual and the unit. Continue to counsel, evaluate, and take action as appropriate.
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necessary to maintain discipline and to get people to
work together under difficult circumstances to achieve
goals. Since people need security, they need order and
discipline; therefore, they need leaders who will give
them order, rules, and required discipline.
Very few people are totally self-motivated and selfdisciplined. All of us require a coercive push now and
then to overcome laziness or lack of interest. We all
know that sometimes we tend to work a little bit harder
when we are being graded or evaluated. Grades, tests ,
inspections, and other forms of evaluation are healthy,
yet coercive motivators. We do not resent the coercion
as long as we can see that it is used fairly to achieve
a worthwhile purpose. If we see coercion used by the
leader to benefit himself, we resent it. If we see it used
as a prop because the leader lacks character, knowledge, or skill, we resent the leader, and the unit
deteriorates.
We also resent leaders who make rules to guard
against the behavior of the few worst people in the
unit. These rules punish the majority and are counterproductive. An example of this is a commander on an
off-post exercise who will not let his troops go into town
on a Saturday night because he fears one or two might
behave badly and mar his image in the eyes of his
senIOrs.

TEACHING AND COUNSELING
We have discussed direct, short-range techniques for
influencing motivation and how to determine the correct mix of positive and coercive tools of motivation.
We said that you would do well to improve your skills
in applying the positive tools of motivation. Teaching
and counseling are positive tools that have an indirect,
but powerful effect on motivation. If you teach and
counsel well, you will affect your soldiers' values, character, knowledge, skills, and confidence-positive
motivating forces. Furthermore, you will counteract fear and
unprofessional
values and character traits-counterproductive motivating forces.

cause someone to learn and develop. If you are going
to influence the competence and motivation of your
subordinates, you must be a skilled teacher. Coaching,
counseling, rewarding, and taking appropriate disciplinary measures are all a part of teaching. You must
be a good teacher to plan and conduct effective training
and to help your subordinates develop professionally
and personally.
A clear understanding of how people learn is fundamental to being a good teacher. People learn by the
example of others, by forming a picture in their minds
of what they are trYing to learn, by gaining and understanding necessary information, and by application or
practice. Learning requires certain important conditions.
One condition is that the person must be motivated to
learn. You cannot teach knowledge or skills to someone
who is not motivated to learn. He must feel a need to
learn what you are teaching.
How do you get the person to need what you want
to teach? You show the person that what you are trYing
to teach will make him a more competent soldier-better
able to do his duty and survive on the battlefield. Use
examples to get the person to see the importance of
what you are teaching. For example, the purpose of the
two case studies in chapter 1 of this manual was to
illustrate the need to study this manual and to develop
your leadership attributes. They showed you the demands of combat on leaders and troops. They presented
a vivid picture of the leadership attributes that you
need if you are to develop a cohesive, disciplined unit.
The next condition of learning is to involve soldiers
in the process. Keep their attention by actively involving their minds and emotions in the learning process.
Have your subordinates participate, either through discussion or through active practice of a skill.
You cannot keep people's attention
with a long
lecture. Normally, people can only pay attention to a lecture for a short time-less
than half an hour. Then

~ney need to
discuss, to apply to an example, or to practice whatever it is you are teaching. If you lecture to soldiers
for an hour on the nomenclature, functioning, and operation of a weapon, they will remember very little of what
you said. You can have beautiful slides, funny jokes
and a polished presentation. You can even keep thei;
interest through your style and enthusiasm for the subject, but they won't remember much of what you said.
Instead, the way to teach the nomenclature, operation, and maintenance of a weapon is to have a set of
logically related learning objectives. Give a brief lecture
(no more than 10 minutes) and demonstration on the
first objective. Then have the soldiers practice the skill.
Coach them, and when they have proved to themselves
and to you that they have achieved the objective, go
on to the next objective.
This process of learning is easily used for teaching
physical skills like learning to operate and maintain
weapons and equipment. But what about skills that cannot be directly observed or evaluated? For example,
what do you do if you want to give your platoon a
2-hour class on communication, counseling, or motivation? The only real difference in teaching technical
skills, like firing a weapon, and difficult-to-measure
skills, like communication or counseling, is the way the
teacher conducts the practice and coaching part of the
instruction.
When teaching leadership attributes, you should present principles, discuss examples, and then actively
involve subordinates in the learning process. Conduct
simulations and role playing. Have your subordinates
apply the attribute to a case or have them present a
realistic skit that demonstrates their understanding of
the attribute or principle and how to apply it.
Appendix A details how to teach a class on professional values. The same process can be used to teach
character traits and other leadership attributes that are
not easily measured.
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re your responsibilities as a coach and a counselor. it
~scritically important that you counsel all your soldiers
}requently on their professional and personal strengths
and weaknesses and on any problems that you may
be able to help them with.
Counseling is talking with a person in a way that
helps that person solve a problem or helps to create
conditions that will cause the person to improve his
behavior, or character, or values. Counseling is a leadership skill that is a particular form of leading and teaching. Good counseling, like good teaching, requires a
combination of all your leadership be, know, and do
attributes. It requires directional (thinking) skills, such
as identifying the problem, analyzing the factors and
forces influencing the behavior of the soldier being
counseled, and planning and organizing the counseling
session. It requires implementing skills-coordinating
the session, communicating, supervising, and evaluating
the session as it proceeds. It requires an understanding
of human nature-what
causes the soldier to behave
in a counterproductive manner and what will be required to change his behavior, character traits, or
values. Counseling requires sincerity, compassion, and
kindness. It also requires a sense of timing about when
to let the counselee make his own decisions and when
you should make them for him, when to be kind and
understanding, and when to be firm and unyielding.
Just as there are no easy answers for exactly what
to do in leadership situations, there are no easy
answers for exactly what to do in specific counseling
situations. When you see that a subordinate needs counseling, review the problem-solving process (chapter 7).
Decide on what you believe to be the best course of
action, implement it, and then get feedback on its effectiveness. Examine the feedback to determine what
further action needs to be taken.
As a counselor you want to teach the counselee new
values, character traits, knowledge, or skills that will
change his behavior and help him to be a better person

and soldier. Appendix B contains a case study based
on fact that illustrates counseling skills. FM 22-101i
a thorough explanation of how to prepare and conduc~
different types of counseling sessions.
App~n~ix D, on analy~ing a leadership situation and
determInIng an approprIate style, will assist you in
teaching and counseling. The communication techniques
in appendix C will also aid in your teaching and counseling roles.

SUMMARY
This chapter has focused on practical techniques for
increasing soldiers' motivation to achieve unit standards
and missions. We defined motivation and explained a
basic view of what motivates people-the perception
that taking specific actions will lead to the satisfaction
of certain needs. We then explained a number of important principles of motivation and gave you practical
direct techniques for applying the principles. Finally:
we discussed teaching and counseling-two leadership
skills that have an indirect, but powerful, long-range
impact on the motivation of your soldiers.

T

his chapter provides you practical programs for
developing yourself, your subordinates, and your unit
according to the concepts and principles of this manual. These programs will also assist you in developing
a positive, healthy leadership climate in your unit.

LEADERSHIP SELF-DEVELOPMENT
In chapter 2 we defined leadership as the process
through which a soldier influences others to accomplish the mission. We explained the four major .fac~ors
of leadership-the follower, the leader, communIcatIOn,
and the situation. We then briefly explained what
a leader must be (beliefs, values, ethics, character),
know (self, job, unit), and do (direct, implement, and
motivate) to accomplish missions.
To improve yourself and your subordinates, you
should strive to learn more about the four factors of
leadership and how they affect each other. Yo~ shou~d
also seek to improve yourself and your subordInates In
the areas of what a leader must be, know, and do.
Good leaders have a never-ending thirst to increase
their competence as persons and as leaders through
study and experience.

and soldier. Appendix B contains a case study ba d
on fact that illustrates counseling skills. FM 22-10t~
a. thorough explanation of how to prepare and condu ~
dIfferent types of counseling sessions.
C
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seling roles.

SUMMARY
This chapter has focused on practical techniques for
increasing soldiers' motivation to achieve unit standards
and missions. We defined motivation and explained a
basic view of what motivates people-the perception
that taking specific actions will lead to the satisfaction
of certain needs. We then explained a number of important principles of motivation and gave you practical
direc~ techniques f?r applying the principles. Finally:
we dIscussed teachIng and counseling-two leadership
~kills that have an indirect, but powerful, long-range
Impact on the motivation of your soldiers.

This
chapter provides you practical programs f~r
developing yourself, your subordi~a~es, and y~ur unIt
according to the concepts and pr~nclples.of thIs m:anual. These programs will also assIst you In developIng
a positive, healthy leadership climate in your unit.

LEADERSHIP SELF-DEVELOPMENT
In chapter 2 we defined leadership as the process
through which a soldier influences others to accomplish the mission. We explained the four major factors
of leadership-the follower, the leader, communication,
and the situation. We then briefly explained what
a leader must be (beliefs, values, ethics, character),
know (self, job, unit), and do (direct, implement, and
motivate) to accomplish missions.
To improve yourself and your subordinates, you
should strive to learn more about the four factors of
leadership and how they affect each other. Yo~ shou~d
also seek to improve yourself and your subordInates In
the areas of what a leader must be, know, and do.
Good leaders have a never-ending thirst to increase
their competence as persons and as leaders through
study and experience.

A good leadership self-development program should
include a combination of the following activities:
• Seek additional responsibility and tough, challenging
jobs. You build character, knowledge, and skills by handling tough jobs and situations. You should seek
assignments that will allow you to make your best contributions to the Army and give you the most challenges and responsibilities.
• Engage in self-study of military history, technical
and tactical publications, and correspondence courses.
• Take college courses in such subjects as military history, psychology (the study of human nature), sociology
(the study of society and groups within society),
anthropology (the study of the development of man),
organizational behavior and development, management,
literature, and other subjects related to the knowledge
.and skill requirements of your military specialties.
Seeking challenging, responsible jobs and self-study
are mandatory activities if you wish to develop. College courses, though not mandatory, can enhance your
competence as a leader.
Furthermore, you should write your own leadership
development program with the assistance of your seniors, peers, and other trusted people. Then, about
every 6 months, update the program based on your
increased learning and development.
The following steps are a guide to developing your
program:

em!II Identify your strengths and weaknesses
in the following areas:
• Beliefs, values, and ethics-see chapter 4.
• Character traits-see chapter 5.
• Knowledge (yourself, human nature, your job, your
unit)-see chapter 6.
• Directional skills (problem solving, planning, decision
making, goal setting)-see chapter 7.
• Implementing ·skills (communicating, coordinating,
supervising, and evaluating)-see chapter 8.

• Motivating skills (teaching, counseling, applYing the
principles of motivation)-see chapter 9.
We all have weaknesses in several of the be, know,
and do attributes. You should think of at least one or
two ways to improve in each of these areas. How do
you do this?
Think in a quiet place. Reflect about how you have
performed in the past. Then visualize how you want to
be able to perform in the future. Review each chapter
of this manual. As you review each chapter, think of
at least one way you could improve. Write down the
desired improvements and what you can do to improve.
Also, as you review each chapter, think of ways you
can reinforce or better use your strengths. Write these
down. The points you have written down become goals
to achieve.
Seek feedback and advice from seniors, peers, and
others you respect on how you could improve your leadership competence. They will see things that you simply
do not or cannot see. If this feedback makes sense and
feels right, accept it and develop goals from it.
After you have identified weaknesses and ways to
improve, you are ready for step 2.
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Set goals. For each weakness or desired
improvement, set a goal. For example, let us say that
you desire to strengthen your motivating skillsteaching, counseling, and applying the principles of
motivation.
Set the following goals:
• Learn more about human needs. See chapter 6.
• Improve ability to apply principles of motivation. See
chapter 9.
• Improve communication skills. See chapter 8 and
appendix C.
• Improve teaching skills. See chapter 9 and appendix A.
• Improve counseling skills. See chapter 9, appendix B,
and FM 22-101.

Once you have stated your goals you are ready to
continue.
Develop plans to achieve goals. For each
goal you need a plan that will lead you to achieve that
goal. Making your plan involves the same planning process that you went through to plan the night attack in
chapter 7. Identify tasks that must be accomplished,
put them in priority, and establish all the conditions
necessary to carry out each task. Write a simple plan
to reach each goal. Here are basic outlines of plans
you might use to reach each goal in step 2:

mm!IEI

• Goal A: Learn more about human needs.
1. Study the needs section of chapter 6. Determine
how you can better apply the motivation principle of
"making the needs of the individual coincide with the
tasks and missions of the unit." Use both the positive
tools of motivation (teaching, counseling, rewarding, setting the example) and the coercive tools of motivation
(reprimanding and demanding that standards be met
before routine benefits are given).
2. Have informal conversations with soldiers of various ranks. Ask them about the needs of troops, what
makes troops tick, and how best to motivate troops.
Have them describe leaders they have known who have
truly motivated troops to want to do the job. It is key
to ask what specific things these leaders did.

• Goal B: Improve
motivation.

ability

to apply the principles

of

1. Study the principles of motivation in chapter 9.
Using the examples of how to apply each principle as
a guide, write down your intentions to apply each principle in your unit.
2. Get feedback from seniors, peers, and others you
trust on how you can better apply the principles of motivation in your unit. In your conversations with soldiers, use the principles of motivation as a guide for
asking questions on how to motivate people. If your
conversations with soldiers are to be constructive, you

GOOD LEADEI
LEARN FROM
PERCEPTIONS
EXPERIENCE,
AND IDEAS
OF THEIR
sUBORDINATI

have to be natural, relaxed, and create an atmosphere
that gets them to "open up" to you. For example, if
you are a platoon leader or squad leader, you can sit
on a log during chow in the field with a few soldiers
or join a few soldiers around a campfire or share a
foxhole with a soldier. Casually inquire about what
motivates troops and what things might be done to
improve your unit. Get the soldiers talking about motivation. Ask for examples. Keep the conversation casual, nonthreatening,
and enjoyable. Talk naturally to
them, and they will talk naturally to you. You can conduct this same kind of spontaneous conversation with
soldiers of all ranks to include your seniors. You will
be amazed at what you will learn. Also, the very process of having these conversations witr.. subordinates
will help create bonds of respect, trust, confidence, and
understanding between you and your troops. The conversations themselves will improve communication,
understanding, cohesion, morale, and motivation.

• Goal C: Improve communication skills.
1. Study appendix C and the section in chapter 8
on communication.
2. Ask questions about communication in YOur
casual discussions with seniors, subordinates, and others. What makes good communication in a unit? What
are the barriers to good communication between people
in a unit? Ask for examples of the barriers. Say things
like-"I wonder how we could improve communication
in our unit. Do you have any ideas? How do good leaders you have known communicate? Do you think people in this unit are a little afraid to communicate
openly with their seniors? Why? Can you think of an
example?
• Goal D: Improve your teaching skills.
1. Study the section in chapter 9 on teaching. Study
the example in appendix A on teaching.
Study
FMs 25-2and 25-3 on how to manage and conduct training. Your unit should have adequate copies of these
manuals. If it does not, ensure that the Sl orders them.
2. In your casual discussions in the field, mess hall,
or motor pool with seniors, subordinates, and others,
ask the same kinds of questions about teaching and training that you did about motivation and communication.
• Goal E: Improve counseling skills.
1. Study the section in chapter 9 on counseling and
the example in appendix B. Study FM 22-101.
2. Get feedback from seniors, peers, and others you
trust on how to improve your counseling skills. For
example, as a squad leader, you might have to counsel
one of your troops. Ask your platoon sergeant and the
soldier's fire team leader to be present at the counseling session. After the session, meet with your platoon
sergeant. Request feedback on the strengths and weaknesses of your counseling skills. Also, at a convenient
time and place-in the field or in the mess hall-ask
the fire team leader for his thoughts on the effectiveness of your counseling session.

After developing a plan to reach each goal, you
must plan to evaluate your progress.
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Evaluate. For each goal write out two
or more ways of evaluating progress towards the
goal. The following are suggested methods of evaluation:
• Self-evaluate. You are your own best evaluator. Be
honest with yourself. Constantly try to determine the
status of your progress.
• Seek feedback from seniors, peers, and others. You
may want to get the assistance of one or two people
you respect in the development of your goals and plans.
They should then coach you and give you feedback on
your progress. Ideally, your rater is your primary teacher, coach, and evaluator. Like all leaders, your rater
has three major functions: accomplish the mission, look
out for the well-being of all his subordinates, and teach,
coach, and counsel his subordinates in areas of professional and personal competence.
Often, if we are wise enough to allow them to be,
our subordinates can be excellent teachers, coaches,
and advisers to NCOs and officers.
• Look at grades received on SQTs, ARTEPs, and
courses. These are indications of progress towards your
goals.
In review, your leadership self-development program
consists of four major steps:
1. Identify your weaknesses and ways you want to
improve your be, know and do attributes.
2. Set a goal for each weakness or way you want
to improve.
3. Develop a plan to achieve each goal.
4. Develop at least one method for evaluating your
progress toward each goal.
The process is continuous. Based on the results of
step 4, identify new ways to improve, and then go
through steps 2 through 4 again.

Your leadership self-development program is the
basis of your leadership development. You should have
a program, and you should require your subordinates
, to have one. Assist your subordinates in establishing a
program, and coach them on how best to develop themselves. While your rater has responsibilities to assist
in your development, the primary responsibility for
your leadership growth rests squarely on your shoulders. If you have the necessary character traits-initiative, will, and self-discipline-to develop and implement
this program for yourself and your subordinates, you
will reap great dividends in leadership and unit
effectiveness.

INDIVIDUAL

FEEDBACK

Each leader, from fire team leader to company
commander, should have a program for systematically
counseling and for receiving feedback from each of his
subordinates. We will use the platoon sergeant as an
example, but all company-level leaders should use some
form of this program.
The platoon sergeant and platoon leader should each
spend about 30 to 60 minutes with each subordinate
soldier every 3 to 6 months. Soldiers of all ranks should
be interviewed. The platoon sergeant should ask the soldier to sit down in a relaxed, private, and confidential
atmosphere. He should request honest, frank answers.
He should ask the following types of questions:
• What things are motivating people to do their best?
What things are hindering motivation? Give examples.
• What can the leaders and troops in this unit do to
Improve?
Mora I?e. . ..
T··?
raInIng. . .. M·aIntenance....
Cohesion? ... Discipline? ... Combat readiness? ...
• How is your morale? Why? Give examples.
• Do you feel that you are learning and improving as
a professional soldier and person by being in this platoon? Give examples.

• Why do some people in this unit go AWOL?
• Why do some people in this unit use illegal drugs?
If the platoon sergeant has received honest answers
to most of these questions from most of his people, he
will have a good assessment of his unit's weaknesses
and his subordinate leaders' weaknesses. He will then
be in a position to develop appropriate programs. Naturally, he should take thorough notes during each
counseling session.
After asking appropriate questions, the leader has
the opportunity to counsel and coach the subordinate
on how he can develop his competence. To do this, the
leader must have a thorough knowledge of the soldier's record and abilities and specific examples of
what the soldier has done poorly. The leader should
recommend ways the soldier might improve. This
requires conscientious preparation for the session.
Many great benefits derive from this type of counseling and feedback program. The leader identifies
problems, learns the perceptions of subordinates, and
identifies various unit and personnel weaknesses. As a
result of the session, each soldier feels a special relationship with the leader, and a bond of trust, respect,
confidence, and understanding develops.
While the platoon leader and platoon sergeant can
meet with each soldier only once every 3 to 6 months,
lower level leaders should have individual counseling
sessions more frequently. This program takes time, but
the time invested will result in great dividends in the
cohesion, discipline, training, morale, motivation, and
combat readiness of the unit.

GROUP FEEDBACK
This program involves informal talks by the leader
with small groups of soldiers (eight or fewer) about unit
problems, weaknesses, cohesion, discipline, and other
professional topics. Each leader from squad leader
to company commander should carry out such talks.

We will use the company commander to show how
to do this, but the same process is valid as an exam.
pIe for other leaders. For example, the first sergeant
should be talking with NCOs and troops in the same
way the company commander does.
The company commander should spend at least
1 hour per week talking to at least one small group of
subordinates. One week he should talk to a group of
E2s, E3s, and E4s; the next week E5s; and the next
week E6s and E7s. Each level has different perceptions
problems and conflicts. The leader needs to understand
the thoughts, emotions, perceptions, and problems of all
levels of his subordinates-their
frames of reference.
The leader follows the same process as in the counseling program. He talks to the group in private. His
manner is relaxed and natural, encouraging honest
feedback. He asks the same questions as in the counseling program and in the interviews discussed in the
self-development program. The leader should focus on
both strengths and weaknesses-how
to reinforce unit
strengths
and correct unit weaknesses.
The leader
should spend 90 percent of his time listening and
10 percent talking.
The benefits of this program are the same as those
attained from the counseling program. The feedback
program is one of the most efficient ways to identify
problems that could dangerously
snowball if not
quickly attacked. The leader can also bring out problems and get valuable advice. For example, he might ask
what could be done to lower the AWOL rate , increase
the r~enlistment rate, improve training, and improve
cohesIveness. This exchange creates a team spirit in
solving unit problems and in improving the unit.
A feedback session also gives the leader the chance
t? teach leadership, to counsel, to instill correct professIOnal beliefs and values, and to correct misperceptions.
Also, when the leader listens more than he talks, it
shows the soldiers that the leader sincerely cares about
them and their ideas. This, in turn, causes them to

elieve in the leader and to increase their moti:vati~n.

~aldiers will risk their lives far lea.ders they .belteve t~.
'fh leader also benefits from the Ideas of hIS subordI:

This program can be carried out informally.
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LEADERSHIP AND TRAINING SEMINA~
Company leaders at all levels should apply. thIS
'nvolves discussing with your subordInate
progra m . It I
d d' .
leaders how training, maintenance, morale, an.
ISCI. e problems can be solved by good leadershIp .. The
1
pIn
d
.,
.
to
urpose of the leadership an traInIng ~emlnar IS
help individual leaders develop as professIOnals .and to
develop a cohesive leadership team that appl~es the
same basic concepts and method~. When all unIt leaders are communicating as a cohesIve te~m and are conscientiously applying effective leadershIp concepts and
methods, the unit will thrive.
,
'
The leadership seminar is a major vehICle !or the
commander or leader at any level to develop hIS leadership team. The idea of the seminar is to teac~ all
leaders how to develop and to apply th~ profeSSIOnal
leadership attributes: beliefs, values, ethIcs, character
traits, knowledge, and skills.
. ,
All leaders should conduct leadership an~ traInIng
seminars. For purposes of discussion, we .wIll use t~e
platoon leader as an example. The leadershIp and tra~ning seminar should be conducted at least once or tWIce
a month, A typical seminar might concentrate on the
strengths and weaknesses of .the uni~. An example of
how that seminar might look IS descrIbed below.

mBI

Explain the purpose of the seminar ~nd
set the stage. The platoon leader is the semInar
leader. All his subordinate
leaders are present, to
include fire team leaders. Fire team leaders are our
most junior, thus inexperienced, leaders and therefore
have the greatest need to develop. Include the~. The
platoon leader initiates the seminar by encouragIng an

open atmosphere of frank, honest discussion about problems that the unit is facing. If possible, he should have
butcher paper or a blackboard on hand to record problems and suggestions. Someone should be appointed
recorder to take accurate notes. The platoon leader
should explain that the purpose of the seminar is to
identify unit strengths and problems. He should clearly
state that the purpose of the session is not to air "complaints," but to identify unit weaknesses and discuss
how to apply good leadership concepts and methods to
correct the weaknesses. In this manner, not only does
the seminar teach practical leadership, but it improves
the unit by reinforcing its strengths, by identifying
problems, and by applying good leadership to solve
unit problems.
Determine
unit strengths
and weaknesses. The platoon leader may wish to start the seminar by discussing the strengths and weaknesses of the
past week's training. He could then ask for opinions
from his subordinates on training weaknesses and prob
lems. Everyone has a different frame of reference;
therefore, the platoon leader should try to get everyone's opinion on training weaknesses. Actual examples
of weaknesses should be given so that concrete specifics can be discussed. Actual problems and examples
(training, maintenance, communication, morale, discipline) should be discussed and recorded. Further, if too
many problems surface to handle in the allotted time
period, you may need to put those problems in priority
and delay steps 3 through 5 until later meetings.
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Identify the causes of the weaknesses.
The purpose of step 3 is to identify the causes of the
problems stated in step 2. The leaders present need to
discuss honestly what is causing the problems. You
must drop your defenses and be willing to face your
own leadership weaknesses and mistakes. In almost all
cases, if you honestly analyze the causes of your unit's
problems, you will find that the problems were caused
by some leader or group of leaders who did not plan,

organize, communicate, or motivate correctly. Nearly
all training and combat failures are caused by leadership failures. The leader neglected to plan for supplies
or artillery support; he did not make a checklist; he
failed to make a personal reconnaissance; he did not
inspect properly; he did not communicate; or the troops
were not motivated because the trainer did not make
the training meaningful. These are typical causes of
poor training, and they all relate to the trainer's failure to properly apply certain leadership attributes.
Discuss how to improve unit performance through better leadership. In step 3 the root
causes of stated problems are honestly discussed. The
purpose of step 4 is to discuss how the application of
leadership attributes can eliminate the identified
causes. The platoon leader leads a discussion identifying which leadership attributes were violated and how
the violations caused the problems. He then leads a
discussion of how the application of good leadership
attributes would have avoided the problem.
Discuss what leadership concepts and
attributes have been learned and how they will
be correctly applied in the future. In this way, the
platoon leader teaches a unified framework of leadership concepts and attributes that he wants applied in
his unit. He teaches the kind of leadership he wants,
the standards he wants reached, and the boundaries
his subordinate leaders must stay within.
People will say, "We don't have time for this kind
of thing." Take time. You need to conduct this kind of
seminar once a month. The leadership and training
seminar explained here, if properly carried out, will save
time in the long run and will significantly improve your
unit in every way. One way to conduct this seminar is
to integrate it into your weekly training meetings. This
is logical and effective since it is the leadership attributes explained in this manual that cause good training. Why not include leadership development as a major
item of discussion at all weekly training meetings?
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You may be concerned with what the troops will do
while all the leaders, including the fire team leaders,
are in a seminar. If you use your imagination, there
are several productive solutions that will keep the
troops constructively employed and at the same time
develop leadership competence in some of them. One
solution is to appoint a complete shadow chain of command in your company or platoon of specialists and
privates. Let them know in advance what their jobs
will be. Coach them in planning a training or maintenance activity that they will lead and supervise while
the leaders are in a 2-hour seminar. Let them know
they will be responsible for the quality of training and
maintenance.
There are many things they could do. Examples:
Squad-versus-squad battle drill in a close-in training
area; battle drill on the parade field; individual training that emphasizes peer instruction and using Training Extension Course tapes; motor stables; maintenance
and inspection of weapons and equipment. Of course,
a plan for notifying the real chain of command is necessary in the event of an emergency.
This kind of program works. It is useful in many
ways for privates and specialists to practice carrying
out leadership responsibilities. It develops their leadership competence. It is motivating. It prepares them for
the battlefield when a specialist or private might suddenly find himself the leader of a unit.
There are some pitfalls in this type of seminar that
must be avoided. People need to be candid, but any discussion of another person or unit must be constructive,
tactful, and respectful. The seminar is in no way a psychological group sensitivity session. If people get angry
at each other and criticize emotionally, the seminar
may be harmful. It is the job of the seminar leader
and each individual to keep the seminar calm and rational and to ensure that people talk to each other with
respect and tact. Criticize specific behavior or events,
not the motivation, ability, or character of others.

Nobody likes criticism. We must identify our leadership
weaknesses, however, and take corrective action if we
are going to produce effective, combat-ready units.

THE JOURNAL-NOTE
TAKING
DURING THE ACTION
The purpose of this program is to record the details of
significant events as they occur, or as soon after they
occur as possible. For example, the fight at Little Round
Top occurred on 2 July 1863. Colonel Chamberlain took
time to write a complete detailed after-action report on
6 July 1863. Leaders always have things to do, so they
must make time for important actions. In training or
war, there is always time to record briefly important observations or events; however, it takes self-discipline.
During a training mission or combat mission, all
leaders should take advantage of lulls to jot down
thoughts on unit strengths, weaknesses, or problem
areas. When events occur they are fresh in your mind,
and you think you will always remember the lessons
learned. A month later, however, you have already forgotten many important lessons. If you or someone else
did not write down the lessons or observations, they are
forgotten and the same costly mistakes are made again
and again.
These during-the-action notes are memory joggers.
Each day you should try to take 15 to 30 minutes to
sit down, go over your notes, and write down the weaknesses, strengths, and problem areas that surfaced during training or combat mission. That way, when you
write your after-action "lessons-learned" report, you
have daily notes to jog your memory.
As an absolute minimum, each day you should sit
down by yourself, date the page in your journal-which
can be your green Army pocket notebook-and write
briefly the lessons learned that day and what your priorities are for the next day. It forces you to think, to use
your mind creatively, to help your mind integrate information and ideas, and to come up with new concepts

and solutions to problems. It completes your thoughts
and helps you think of things you simply would not
have thought of otherwise. It develops and disciplines
your mind.
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If you do this once a day, you will have useful
notes to form the basis of a valuable after-action critique and report. A daily journal kept by all leaders is
a superb way to record lessons learned. The journals
become the basis for training, for new tactics, for
SOPs, and for other actions aimed at developing the
unit. They also become an excellent historical record
that provides insights for future soldiers. In writing
The Twentieth Maine, John Pullen relied heavily on
the diaries of several soldiers. The demands and lessons of battle can only truly be learned through the
eyes, ears, feelings, and words of soldiers at the point
of action while events are fresh in their minds. When
soldiers write what they have seen and learned in
training and in battle, they contribute to the knowledge
of other soldiers.

Without a journal, many valuable lessons will be.forgotten that will have to be relearned next time. This
costs valuable time in training and lives in combat.
When soldiers do not systematically write lessons
learned, they doom those who follow them to make the
same mistakes.
For example, a company commander took over a
company at a post in the United States; the company
had inadequate records of lessons learned. Every time
the company had gone to the field or on a readiness
exercise, it made the same mistakes. The new company
commander instituted a system of lessons-learned journals. After each training exercise the journals were
used as the basis for after-action critiques on the exercise. All leaders and many troops in the company participated. Key points were taken from each journal and
included in the detailed after-action report which was
written after each exercise. It was then used as the
basis for future training and updating SOPs. In this
way the company continually improved. It did not
make the same mistakes.
After 2 years a new and inexperienced company commander took over. Since he had the lessons-learned
after-action reports and SOPs, he did not have to learn
everything through experience. "Experience is a good
teacher, but a fool learns by no other." When it came
time for the company to go on an emergency deployment readiness exercise, the new company commander
referred to the detailed after-action report on such exercises. He guarded against previous mistakes. He and
his subordinates studied the lessons learned and followed the SOPs. The exercise was a success. Without
the report they would have had to relearn all the mistakes of the company on the previous exercises. The
report would not have been possible if the leaders and
some troops had not kept journals.
The practice of keeping journals and using them to
help the overall company motivates soldiers. They feel
important, intelligent, and needed.

CRITIQUES DURING THE ACTION
This program keeps pace with unit action. Once a
day you should sit down with your subordinates and
critique the actions that occurred that day in field training, in garrison, or in combat. Plan actions for the next
day. The company commander should have this meeting with his first sergeant and platoon leaders; the
first sergeant with the platoon sergeants; the platoon
leaders with his platoon sergeant and squad leaders;
the squad leaders with members of their squad.
This program is enhanced if all leaders keep a daily
journal.
The following is a suggested way of handling this
meeting:
1. The senior leader starts by saying "O.K., let's
talk about what happened today. What went right and
what went wrong?"
2. Each person present states his views.
3. The senior leader says, "I want each of you to
tell me what you and your unit did today to contribute
to combat effectiveness and to prepare for future
missions."
4. After this is done, the senior leader says, "What
do we need to do to correct what went wrong today?
What do we need to do to prepare for tomorrow?" Each
person gives his views.
5. The senior leader considers all the views, makes
his decision, and issues appropriate instructions. He ensures that each person present clearly writes down all
of his instructions so this key information will not be
forgotten or miscommunicated. In combat or training,
people often go to meetings to receive orders or instructions and fail to write down all important information
because of laziness. They think they will remember.
You must require your subordinates to write down
your instructions and pass them on. Check on this at
the end of meetings by asking each subordinate to read
back your instructions in a certain area or to read
back part of the operation order. Check on it by visiting the troops and asking them questions relating to

instructions and orders that your subordinate leaders
were supposed to give them. Did the troops write down
in their notebooks the important information that they
must have and remember?
We have discussed at length the criticality of the
flow of accurate, complete information in a unit. We
have discussed how information can get filtered and
distorted as it goes up or down the chain of command.
Do not let miscommunication damage your unit. Do
not trust your memory or the memory of subordinates.
Be tough as nails on this point. Make people take good
notes when you are passing information. Then check
the accuracy of their note taking. This forces people to
pay attention. Under stress, minds tend to wander.
People may not listen closely, and they tend to forget
things quickly. Good note taking will counteract forgetful tendencies and will enhance an accurate flow of complete information up, down, and laterally.
A daily critique can have tremendous benefits. The
senior leader designates a recorder. He encourages all
present to take appropriate notes. The notes become the
basis of lessons learned and an after-action report.
This daily session allows the leader to communicate
directly with his key subordinates, to teach them, to
counsel them, to learn from them, and to receive valuable counsel from them. This daily session promotes
trust, clear communication, respect, and confidence. It
builds the bonds of a strong, effective leadership team
in which all members are using the same "sheet of
music"-leadership philosophy and methods.
A daily session keeps your unit coordinated and organized. It helps you to see problems before they arise
and to take action to prevent them. Critiquing helps
you deal with problems that have arisen. It helps you
keep your finger on the pulse of morale, cohesion, discipline, and unit effectiveness. A daily meeting helps
Your leaders know you and what you want so that
they can use their initiative to achieve what you want.

S. L. A. MARSHALL
AFTER-ACTION TYPE CRITIQUES
These critiques are invaluable and should be completed after every training and combat mission. Every
leader at each level should carry out an after-action critique with all of his subordinates. You may want to use
a tape recorder,but all people present must know and consent to being taped. A recorder should be appointed.
The leader runs the critique, conducting it the same
way he runs the leadership seminar program. He asks
each individual to get out his notes or journal and
state his experience during the mission-the observed
problems, unit weaknesses, unit strengths, and mistakes. These are all recorded. The leader stimulates discussion of the strengths, weaknesses, and problems by
asking the following questions:
• What are our strengths?
• How can we increase and better use our strengths?
• What are our weaknesses?
• What are the causes of our weaknesses?
• How might we correct our weaknesses?
• What causes our problems?
• How can we correct our problems?
The leader then gives his views of the strengths,
weaknesses, and problems of the unit. He clearly communicates what he expects of all his subordinates in
the future. He clarifies the ideas behind his leadership
concepts and methods. He teaches. He addresses constructive feedback from the critique. He explains what
actions will be taken to increase strengths and to correct weaknesses and problems. In summary, he praises
the unit for what went right and emphasizes the area
that needs strengthening.

READING AND DISCUSSION
Reading and writing develop and discipline the
mind, broaden vision, and give experience, insight, and
knowledge that one otherwise would not have. Leaders

should encourage subordinates to read books and
articles that will develop them professionally and
personally.
You may say, "My troops won't read; they are too
hooked on TV and movies." This is simply not true in
all cases. Some troops will not read, but many will if
they respect you and want your approval, and if you
encourage them. Reading has a positive influence on a
person's thinking, values, character, knowledge, and
skills. You have a responsibility, therefore, to encourage your subordinate leaders and troops to read.
There are various ways to get your subordinates interested in reading books that will develop their competence as thinking soldiers. It is important to try to get
your subordinates to enjoy reading and to be selfmotivated to read good books and articles. The following approach is recommended.
When in garrison or in the field always have a book
handy. Make sure it is a good book like The Killer
Angels, or another suggested reading in the bibliogr,aphy. Have the book in your jeep, on your desk, or in
your rucksack. During breaks or at the end of the day,
be seen reading a page or two from the book. Sooner
or later, one of your subordinates will ask you about
the book. Be ready to explain the book, its value, why
you enjoy it, and how reading it has improved your
performance as a leader. If he is interested, loan the
book to him. In this way you are setting the example.
If your subordinates respect you and want to be like
YOu,they will read the book. They will then want to
discuss it with you. When they come to you to discuss
the book, you will be able to reinforce their reading
effort. By using the book as a springboard for discussion, you will be able to indirectly influence their
values, character, knowledge, thinking, and skills. Interest in the book will spread, and you will have a valuable reference point for leadership discussions.

The extent to which each subordinate gets interested
in reading and discussing books with you will provide
you with some useful insights into the character of that
subordinate. You would not want to evaluate a subordinate solely on this one factor, but it is an aspect of
the person's overall competence that may be important.
After you have several people interested in discussing books with you, announce that at a certain time
you will hold a seminar on a certain book. Invite any
interested soldiers to attend and participate. The questions that will be discussed are:
• What was the author's purpose in writing the book?
• What is his main point?
• What did you learn from this book about values, character, professional knowledge, and leadership skills?
What did you learn about the nature of soldiers in battle or in peace?
• What are some meaningful quotes from this book?
• What is your estimate of the value of this book?
• What did you learn from this book that you can
apply to your job?
Announce that if anyone wishes to write a one- or twopage paper discussing the above questions, you will
read the paper and discuss it with the writer.
Give strong praise to those with the initiative and
discipline to write a page-regardless
of how wellwritten. For those who write a paper, coach them on
their writing and thinking.
Hold a 1- or 2-hour discussion on the book. Lead
the discussion yourself or develop a subordinate by having him lead it. Encourage troops to participate. Create
an open atmosphere in which debate is encouraged.
Have a recorder take notes on key points. Encourage
everyone to take notes for future use in their own leadership development. Have people talk about the lessons
learned from the book. What lessons are applicable to
improving your unit, and how can these lessons be
applied to your unit? Use the session as a vehicle for

guiding the development of your subordinates and your
unit. For example, the chapter titled "Multiples of Information" from S. L. A. Marshall's book, Men Against
Fire, is a superb vehicle for discussion on how to
improve communication in your unit. Use the session
to teach soldierly values, ethics, character, knowledge,
and skills.
Encourage all your subordinate leaders to conduct
informal, voluntary reading discussion programs. Like
the other programs, the benefits of this program cannot be directly seen. However, you can be certain that
it will contribute significantly to your subordinate soldiers and your unit.

LEADERSHIP DEVELOPMENT IN THE
MOTOR POOL AND IN OTHER
MAINTENANCE AREAS
Leadership development-developing yourself and
subordinates and continually teaching subordinatescan occur nearly anywhere, in garrison or in the field,
in peace or in war. It can and should occur wherever
and whenever leaders and troops are together. It can
and should be consciously planned and integrated into
all unit activities.
One of the places we often find serious leadership
problems is in the motor pool. Since we work on
machines in the motor pool, we often forget that it is
human beings who must maintain the machines and
implement the complex paperwork systems that support
maintenance. When there are problems in the motor
pool, we often tend to look for technical or administrative causes. But the main problem is rarely the
machines, or paperwork, or the lack of trained mechanics, although these are handy excuses for leaders with
serious maintenance problems. The causes of the maintenance problems are normally human-some leader or
group of leaders not planning, communicating, supervising, or motivating properly. Maintenance problems
normally are caused by leadership problems. All areas
of maintenance, therefore, pose a challenge for wrestling with problems and developing leaders.

,------------------------

The following questions will guide you in integrating leadership development with an improved maintenance program:
• How can you make the jobs of your mechanics meaningful? They often work long and hard without recognition. Sit down with them once a month. Learn their
perceptions-the logjams to effective maintenance that
they know about. Get their ideas on solutions to problems. Develop an awards program that recognizes all
good mechanics, not,just the best. The conditions under
which mechanics work can often cause low morale if
the mechanics are not well led. Keep a close eye on
their morale. Show them appreciation. Recognize their
good work. Give badges and awards to all of the maintenance people-mechanics, armorers, communications
pe?ple, chemi.cal peopl~, drivers, and oth~rs. who are
dOIng a good Job of maIntenance. Make their Jobs challenging, meaningful, and rewarding in every possible way.
• How can you make motor stables as interesting and
challenging as possible? You have to ensure that you
have a well-planned and well-implemented motor

stables program. In units with poor maintenance programs you find soldiers loitering in the motor pool
because they are required to be there, but they are not
doing meaningful work and are not being well led. One
or two soldiers are working on vehicles while others
are bored because of poor planning and poor supervision. There is no acceptable reason for this. Here are
some ideas for planning, supervising and developing
your people at the same time.
• Do motor stables by squad. Each day emphasize a
different part of the vehicle.
• Each day the squad leaders assign a different squad
member to be in charge of motor stables. Tell him one
week in advance. Tell him he will give a 10- to 15minute class and demonstration on an aspect of the
vehicle. He will then supervise the maintenance checks
on the entire vehicle. The squad leader's job is to provide overall supervision, to observe, to coach, to critique, and to ensure proper maintenance. At the end of
the maintenance session, the squad leader leads a feedback session in which each soldier in the squad gives
honest, respectful feedback to the soldier who led the
session. The squad leader must ensure that the feedback, while honest, does not overwhelm and discourage
the soldier. The feedback focuses on leadership attributes that were demonstrated.
This same program will work equally well for any
kind of weapons and equipment maintenance. It is also
applicable to training. It involves all soldiers in the
squad and develops leadership in them-capabilities
that they may not have known they had.
a
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SUMMARY
Use these programs as guides to develop yourself,
others, and your unit. They have been tried and they
work well. Use your imagination to apply these and
other programs at every opportunity in the daily activities of your unit. If you do, you will reap great dividends in cohesion, discipline, motivation, and overall
combat effectiveness.

Teaching Beliefs and Values

T

his appendix presents an example of how to teach
a 2-hour class on beliefs and values. Other hard-tomeasure attributes are character traits, communication
skills, counseling skills, and the ability to apply the
principles of motivation. This appendix provides you
with an approach for teaching these important attributes
of leadership. When you are teaching, remember that
you must be a living example of the attribute you want
to teach. People learn naturally by simply following the
example of a respected teacher or leader. Role modeling
is the strongest teacher and has long-term effects. In
addition to role modeling, the following approach will
help you when teaching the hard-to-measure attributes:
• Start the class. To gain the interest of your soldiers
start with an interesting,
challenging example that
illustrates professional beliefs and values or the lack
of them. Use an example from this manual or another
appropriate example. Then define the terms "beliefs"
and "values" and explain how they have a powerful
influence on a person's life.

• Involve the troops in an interesting discussion.
After giving examples of beliefs and values and defining
them, you have talked for 15 to 20 minutes. It is now
time to involve the troops. Get them talking; let them
debate about the pros and cons of various beliefs and
values. You can list them, or have another soldier list
them on a blackboard or on butcher paper. This discussion will bring out at least one or more important
teaching points that you want to make; write these
down. Let the discussion continue for 15 or 20 minutes.
If it is a meaningful discussion, you can "sense" the
learning taking place. Let the discussion continue if it
is meaningful, and participate in it as you see fit. Your
job as the teacher in discussions is to ask the right
questions to create and maintain an atmosphere where
people are involved and interested in what is being
taught.

• Make your teaching points. When the discussion
is not making progress, conclude it with a summary.
Review the important points that were made, praising
those people that made good points. Always encourage
and reward participation
if it adds to the learning
climate.
You-as the leader-should then state your important
teaching points. In those areas where you feel there is
a "right" answer, give it to them. Tell them what you
believe in and value and what you expect them to value
and why. Give them the boundaries of what you see
as acceptable. Answer any questions raised by your
teaching points and statements.
In your summary, define beliefs and values, state
the meaning of the values in the professional Army
ethic, restate the main teaching points, and tell them
what you expect from them-including
unit standards.
By this time 50 or 60 minutes has passed, and it is
time for a 10-minute break.
• Teach how to resolve ethical dilemmas. Begin
the next hour by defining an ethical dilemma. Present
an example of an ethical dilemma, such as one of those
in chapter 4. Then have a 20- to 30-minute discussion
of how the lieutenant, sergeant, or soldier should handle
the dilemma. List the pros and cons of the alternatives.
Then follow the same teaching process as in the first
hour-make teaching points, answer questions, summarize, and state what you expect of them in similar
situations.
This type of 2-hour class can be of great value to
you as a platoon leader, a platoon sergeant, or a squad
leader. It should create an awareness in your soldiers
of the crucial professional beliefs and values. This
awareness is the first step in really learning these
beliefs and values. They must see their leaders always
living by professional values and that soldiers in the
unit are recognized for behaving according to these
values. Once this occurs, the soldier is well on his way
to instilling in himself the beliefs and values you are
trying to teach.

APPENDIX B

Counseling-An
Example of
How to Counsel
Every
leader must know how to counsel. Counseling
has a powerful, long-term impact on the motivation of
soldiers and the effectiveness of the unit. This appendix
provides you an example, based on fact, of how to
counsel.

Incident in the Barracks
Staff Sergeant Butler was a platoon sergeant in an
ordnance company. Sergeant Boyer was a squad leader.
Staff Sergeant Butler had been concerned because Boyer
was always complaining about the lack of enough
coercive power to motivate his soldiers to do the job.
Boyer wished he had been in the Army in the old days
when sergeants could physically beat soldiers or make
them go on punishment marches until they dropped.
Staff Sergeant Butler tried to talk to Boyer about how
to motivate his soldiers and how to use the coercive
tools that are legal and available. Boyer was never
satisfied. He would say he just did not have the necessary punishment power to get good performance from
his soldiers.
Private Mendez had been in Boyer's squad about
2 months. He was conscientious and hardworking; his
off-duty behavior and job performance were excellent.
Also, he had a positive attitude and said that he might
like to make a career out of the Army.
One night Mendez left his key in his room by mistake.
When he returned from pass at midnight, he realized
his mistake. The CQ did not have another key. The only
one who could be reached with another key was the
company commander. The commander was called; he
came in and let Mendez in.

in the way you treat your people. You are conscientious.
You work long hours. You work well with the machines
and you know how to teach others your maintenanc~
skills. The way you communicate and treat people,
however, nearly cancels out all your good skills. Your
problem is your understanding of human nature and
your beliefs about motivating people.
"I don't want to relieve you, but I will, and I'll
recommend you lose a stripe if you do not change the
way you treat your people. I am going to teach you the
way I want you to communicate, counsel, and motivate
your people. Understand?"

Staff

Sergeant
Butler's counseling
session was
directive. He told Boyer what he did wrong and what
he wanted him to do to improve. In directive counseling,
the counselor identifies
the problem and tells the
counselee what to do about it. Nondirective counseling
is helping the counselee determine the problem and
choose a course of action. In nondirective counseling,
the counselee determines his own problem and solution
with the help of the counselor.

"Look, I want you to succeed. I want to have a good
relationship with you based on respect and confidence.
I don't want to have to lead you by threats. Right now,
however, you have put me in a position where I have
to let you know clearly the actions I will take if your
leadership behavior does not improve. You have a duty
to lead according to my policies on motivation and
p~nishment. You don't have to believe in them, but you
wIll obey them. Now go and think about what has
happened and what I said. I will see you at 1700 for
our first lesson on human nature and how to motivate
soldiers."••••••••••••••••

You-as the leader-have
to determine if you should
be directive, nondirective, or some appropriate combination. It depends on who has the information about what
the problem is and how to solve it. In Boyer's case,
Staff Sergeant Butler had the information. Staff Sergeant
Butler told Sergeant Boyer that his beliefs were wrong,
but he did not tell him to change them. You cannot
order someone to change their beliefs and then enforce
that order. Do not give orders you cannot enforce. Butler
did attack Boyer's beliefs and explained why he thought
they are wrong. He then gave Boyer a significant
emotional shock when he told him he would relieve him
if he did not change his way of treating soldiers. Sometimes such a shock is necessary to start a process of
change.
Butler let Boyer know that he saw his good points.
He told Boyer that he wanted him to succeed and to
develop as a person and professional and that he would
do his part by giving Boyer daily lessons on leadership.
Butler also let Boyer know that if he did not behave
in strict accordance with his policies, he would not hesitate
to relieve him and recommend reduction.

What Staff Sergeant Butler gave Sergeant Boyer was
a verbal reprimand, but it was delivered to teach and
counsel. Anything that is part of the process to get
someorte to change his beliefs and behavior is teaching
and counseling.

Many think it's impossible to change a subordinate's
beliefs and values, that they are set by the time he
enters the Army. But good leaders can and do influence
the beliefs and values of their subordinates. To do this,
a leader must believe that he can. Staff Sergeant Butler
Was a good leader who believed he could help Boyer
adopt better beliefs and values about leadership.

"Now I want to get one more thing straight. What
you did to Mendez made me angry because I can't stand
to see good soldiers abused in any way. On the other
hand, I know you did not mean to do the wrong thing
or hurt Mendez's pride. You honestly believed that was
the way to motivate him and to teach him.

After finishing this counseling session wi;i;·s·;;~~;~;
Boyer, Staff Sergeant Butler met with Private Mendez.
He told Mendez that he was a superior soldier with the
values, character, and skills that show he has excellent
potential as a soldier and future leader. He apologized
for Sergeant Boyer's behavior and said that he had
reprimanded and counseled Boyer. He said that Sergeant
Boyer ~ould apologize to Mendez. This session began
the heahng process of the wound to Mendez's pride.
After talking to Mendez, Staff Sergeant Butler planned
and organized his next counseling session with Sergeant
Boyer. He hoped he had started the belief and behavior
change process with the first session. Now he would
have to keep it moving. When Sergeant Boyer came in
the next time, Staff Sergeant Butler created a different
atmosphere. He told Boyer to sit down and relax. He
began by asking Boyer if he was serious about wanting
to become a better leader and if he was motivated to
be receptive to a series of leadership lessons. Boyer said
he was receptive. If Boyer had been stubborn and resentful, Butler had made up his mind to relieve him.
Staff Sergeant Butler then got Sergeant Boyer to talk
by asking a series of questions: Why were you upset at
Mendez? What did you hope to achieve by putting a
key on him? How do you think that made Mendez feel?
He asked these questions in a nonthreatening way. He
applied the communication techniques of appendix C.
B.y doin~ this he got Boyer to talk about his feelings,
hIS.expenences, and how he had developedhis leadership
behefs and methods. This gave him genuine insight into
Boyer's beliefs and behavior. It gave him the information
he needed to help Boyer learn better leadership concepts
and methods. They talked at great length about human
nature, motivation, and leadership. Staff Sergeant Butler
gave examples to support his points.
They had sessions like this about twice a week for a
month. Staff Sergeant Butler helped Sergeant Boyer with
all the leadership problems in his squad; he taught him

how to communicate, to teach, to counsel, and to punish
fairly. Within 2 months, Sergeant Boyer was one of the
best squad leaders in the company. Staff Sergeant
Butler's counseling skills made a big difference in
Sergeant Boyer's life, the lives and motivation of
Sergeant Boyer's troops, and the effectiveness of Sergeant
Boyer's squad.

Staff Sergeant Butler had changed Sergeant Boyer's
leadership beliefs, methods, and behavior. He had done
this through• Reprimanding Boyer appropriately.
• Controlling Boyer's behavior by forcing him to behave
in accordance with Butler's ethical policies, regardless
of whether or not he agreed with the beliefs behind
the policies.
• Informing Boyer of the consequences if his leadership
did not improve.
• Effectively and honestly communicating with Sergeant
Boyer.
• Determining Boyer's experiences and feelings that
had caused the development of his beliefs.
• Explaining
why he thought Boyer's beliefs were
wrong.
• Teaching
Boyer a different
set of methods for
communicating with his troops, for motivating them,
and for disciplining them.
• Coaching
Boyer as he learned
to use the new
methods.
• Letting Boyer know that he was on his side, and
giving him confidence that he could improve as a
leader.
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ThiS
appendix explains some simple, but extremely
useful techniques of person-to-person communication.
They will help you in your roles as teacher, counselor,
problem solver, and supervisor and as you implement
the programs of chapter 10. They will help you determine the facts of a situation, what people are thinking,
and why they are thinking it. They encourage a person
to talk and to tell you what he knows about a particular
problem or situation.
The technique of repetition is simply repeating the
last phrase of what the person said. It is used to draw
out further discussion. For example, you are talking to
a squad leader about how to improve training in your
unit. He says, "The biggest problem with training is
that we never know what is going on." You simply
ask, "You never know what is going on?" You say this
in a calm, unemotional tone of voice that shows you
are interested. This causes him to continue. He says,
"Why, yes, we don't get the training schedule until
Tuesday or Wednesday of the week before training.
This destroys motivation." This is important information
if you know that weekly training schedules are supposed
to be given to squad leaders and troops 3 weeks in
advance.
The technique of expansion causes the person to give
the questioner more information. Continuing with our
example, after the squad leader says, "This destroys
motivation," you say in an understanding tone of voice,
"How's that?" or "Could you explain that?" This will
cause him to see that you are concerned and that you
want him to continue. He may respond, "Well, we used
to get the schedule and work hard for 2 days planning
the next week's training. But then the training schedule
would always get changed, so we quit planning."
The technique of clarification uses questions such as:
"I'm not sure I understand that; what does that mean?",
"Could you clarify that?", "What is the impact of
The major ideas for these communication
techniques were learned from a series of lectures given by Dr.
James N. Farr in 1973, when he was the Director of the Center for Creative Leadership in Greensboro, North
Carolina.

that?", "Could you give me an example?" These types
of questions, especially asking for an example, can
result in a clear picture of what the person thinks and
why.
The technique of reflecting meaning involves repeating in different words the meaning of the person's last
speech. You do it in a way that blends with what he
has just told you, and it reinforces his thought. In Our
earlier example, after the squad leader says, "This
destroys motivation," you could say, "Hmm, I see. The
planning of training at battalion and company level is
poor and this destroys motivation at squad level?" If
he sees this as the problem, he may say, "Yes, they
need to plan about a month in advance so we can plan.
Then, they need to keep changes to a minimum."
The technique of reflecting feelings is similar to
reflecting meaning, but it focuses on reflecting the
person's feelings. It is important to know how a person
feels about something. The ways he feels about himself,
others, his leaders, and his cause combine to determine
his morale. To determine how a person feels about
something he is discussing, say things like, "How did
that make you feel?" or "That must have been disappointing," or "That must have affected your morale."
In the example, after the squad leader complained
of training changes, you could say, "That must be very
frustrating."
This response taps his feelings. He can
tell you are concerned. He opens up and says, "Frustrating! It sure is. It's depressing, too. The last minute
training changes since I've been in this outfit, combined
with poor promotion opportunity and problems at home,
cause me to want out of the Army." Now you've determined that you have a serious morale problem with
this squad leader. Several serious problems, such as poor
training, have been identified through your application
of effective communication techniques.
Feedback is a form of communication. It tells you
what another person thinks or feels about something
you have said· or done. Giving feedback and receiving

feedback are critical parts of communicating. You really
do not know that the person you are communicating
with understands you until he gives you some kind of
feedback that shows understanding. If you are observant, there are many ways to obtain feedback. The look
in a person's eye often will tell you if he understands
yOUor how he feels about what you are saying. What
the person says and does in response to your communication gives you feedback on his understanding. The
best way of obtaining feedback is to ask the person to
tell you his understanding of what you said.
In providing direction, implementing, and motivating,
it is critical that you know how to give and receive
clear, effective feedback.
Following are some principles for giving feedback:
• Aim before you fire. Consider the person's situation
and try to express your feedback so that he will understand it and consider it.
• Be tactful, but candid, when giving feedback to
seniors, subordinates, and others.
• Be as specific as possible. Do not tell someone that
you feel he has developed a "terrible" plan. Instead,
tell him exactly what you do not like about the plan
and why you do not like it, and then give him your
recommendations.
The following is an example of poor feedback and
poor leadership. A squad leader was instructing his
soldiers on putting on the protective mask. Each soldier
had to put on the mask within a certain time. One
soldier was highly motivated, but he was nervous and
his technique was in error. After this soldier failed on
his first try to meet the time standard, the squad leader
gave the soldier a dirty look and said in a sarcastic
voice, "You are a no go, you are not motivated!" The
soldier was embarrassed. The incident caused him to
resent his leader. What the soldier needed was specific
feedback and coaching from the squad leader on the
proper technique of donning the mask.

• Do not use emotion-packed words or tones of voice
when giving feedback. The above example shows the
negative effects of giving poor feedback.
• Give feedback in a manner and tone that show the
other person you are on his side and trying to help
him.
• Give feedback to the person in a tactful way that
clearly shows him what you think he is doing right or
wrong and how he is seen by other people. We cannot
see ourselves as others see us. Therefore, we need honest
feedback.
Following are some principles for receiving feedback:
• Do your best to be objective and listen closely to the
other person's feedback.
• Consider the feedback. Evaluate it honestly. If you
believe it is correct, take appropriate
action. If you
believe it is incorrect, follow your own judgment.
• Seek constructive feedback from seniors, subordinates,
and other key people. People are hesitant to give other
people constructive, honest feedback. As a leader you
must be approachable. Show people that you appreCIate
their efforts in giving you honest feedback. Do not
shoot or dislike the messenger who brings factual, bad
news; instead, enlist his aid in correcting the situation.
The communication
techniques explained in this
appendix can be powerful aids in• Teaching and counseling.
• Solving the problems you face as a leader.
• Developing your unit.
• Determining if your guidance and orders are understood.
When using these techniques, it is important that
you use a calm, understanding tone of voice and that
your facial expressions show empathy and concern. If
you do, you will learn more about the person and what
he thinks and feels. These techniques will also help you
ensure that you understand the guidance and orders of
your seniors.

APPENDIX

D

Leadership Styles
Leadership
style is the manner and approach of
providing direction, implementing plans and orders, and
motivating others.
This appendix explains a thought process for• Analyzing leadership situations to determine significant factors and other forces which can either help or
hinder the achievement of goals, missions, objectives,
or standards.
• Determining an appropriate mix of leadership actions
in terms of providing direction, implementing,
and
motivating.
• Determining leadership styles, that is how "est to
apply direction, implementation, and motivation actions.

ANALYZING THE SITUATION
The diagram shown here reflects the four major
factors and other forces involved in leadership situations.
LEADERSHIP

FACTORS/FORCES

This model was explained in chapter 2. Having read
chapters 1 through 10 of this manual, you are now
prepared to add additional forces to this basic model
of the four factors of leadership.
In nearly all situations, other people besides followers
can have a positive or a negative influence on the situation. Also, significant forces such as poor equipment,
poor maintenance, and poor training can exert a strong
influence on a leader's ability to influence others to
accomplish a mission. Leaders must be skilled at continually analyzing the forces in a situation such as the
be, know, and do attributes of subordinates and other
key people. The leader needs the willing support of key
people-subordinates,
support personnel, peers, and
seniors. Leaders must be skilled at determining how to
influence followers and other key people to accomplish
the mission.
To determine what to do and how to do it, the leader
must first carefully analyze all the forces in the situation. In this analysis, he determines both the forces
that are for him (forces that will help accomplish the
mission) and the forces that are against him. Forces
for him may include• Well-trained, motivated followers.
• A competent senior leader who is a good teacher and
coach.
• Good relationships based on respect and trust with
key supporting people.
• Good weather.
• Good equipment.
• Good SOPs.
• Adequate time.
• Adequate information on what needs to be done and
how to do it.
• A clearly structured task.
Forces against him may be• Poorly trained subordinates.
• A senior leader who is a poor teacher and coach.

• A poor relationship based on mIstrust and dIsrespect
between himself and the supply sergeant or other key
people.
• Internal conflicts among subordinates.
• Lack of discipline, professional values, and motivation.
•
•
•
•

Lack of time.
A high level of stress.
An unstructured task.
Lack of adequate information

on how to do the task.

These lists are not complete. These are only examples
of the kinds of forces you must identify and deal with
in every leadership situation.
You must be thinking continually
about how to
strengthen the positive forces and overcome or bypass
the negative forces. The negative forces are problems.
Prioritize them, then attack each one using the problemsolving process of chapter 7. Get help and advice from
people you trust such as peers, the chaplain, the command sergeant major, and others.
The following kinds of questions or considerations
will assist you in identifying and analyzing the positive
and negative forces in this analysis:
• Who has the information to help me accomplish this
mission or solve this problem?
• Do I know what I must do to accomplish the goal?
Who can help me clarify this?
• Do I know how to do what must be done? Who can
assist me in learning how?
• Am I motivated to do what must be done? Do I
believe that the outcome will be something I value?
The second, third, and fourth questions then need
to be directed at your subordinates, at key seniors, and
at other key people you have identified.
• Do my subordinates and other key people know what
to do? If not, what can I do to correct this? Use the
problem-solving process explained in chapter 7.

• Vo my sUbordinates and other key people know how
to do what they must do to solve the problem or
accomplish the mission? If not, what can I do to correct
this? Use the problem-solving process.
• Are my subordinates and other key people motivated
to do what is necessary? Do they believe that something
of value will result from their efforts? If not, how can
J influence their motivation? How can I communicate
to them to influence their perceptions? Use the problemsolving process in chapter 7. Also read the sections on
human nature in chapter 6, on communication
in
chapter 8, and on motivation in chapter 9.
These questions are only a starting point. These and
other questions will lead to the information you must
have to make a correct analysis of the situation. A
correct analysis is necessary to determine an appropriate
mix of leadership actions and an appropriate style or
approach for carrying out the actions.

DETERMINING

LEADERSHIP

ACTIONS

After carefully analyzing the situation-identifYing
the capability and motivation of key people and idehtifying other positive and negative forces-you
are in
a position to apply your judgment.
You apply your
judgment to• Determine what mix of leadership actions to take
(provide direction, implement, and motivate).
• Determine an appropriate style' to use to carry out
the leadership actions.
Once you have decided what to do, you need to determine the best way to do it. Leadership styles are ways
of applying a mixture of the types of leadership.

DETERMINING

LEADERSHIP

STYLES

or ideas. ThIS StYle IS Cl~i:1.LL'y uPJ:JL'-'P~~""u~
~••••
----J
military situations. Sometimes people think that a leader
is using the authoritarian
style when he yells, uses
demeaning language, and leads by threats and abuse
of power. This is not the authoritarian
style. It is
simply an abusive, unprofessional style of leadership.
When using the participative
leadership style, the
leader involves one or more subordinates in determining
what to do and how to do it. In this style, however,
the leader maintains final decision-making authority.
He simply gets advice from one or more subordinates
and then makes the decision. This style is appropriate
for many leadership situations. Do not ever think that
getting good advice from a subordinate
or using a
subordinate's good plan or good idea is a sign of weakness on your part. It is a sign of strength that your
subordinates will respect. On the other hand, you are
responsible for the quality of your plans and decisions.
If you believe your plan or your idea is better than
those offered by your subordinates, you must do what
you believe is right, regardless of pressure from subordinates to do otherwise.
When using the delegative leadership style, the leader
delegates decision-making authority to a subordinate or
group of subordinates. He is still responsible, however,
for the results of his subordinates' decisions. This style
is also appropriate for many situations.
The style you use for a particular situation depends
on your analysis of the situation and your judgment
of who has the necessary information
to solve the
problem or to accomplish the mission.
Under the following conditions,
approach is normally appropriate:

the authoritarian

There are three basic styles of leadership-authoritarian, participative, and delegative.

• You have all of the information to solve the problem.
• You are short on time.
• Your subordinates are motivated.

A leader is using the authoritarian leadership style
when he tells his subordinates what he wants done,
and how he wants it done, without getting their advice

If, however, you have the necessary time and you
want to gain more commitment and motivation from
subordinates, it is wise to use the participative style

and involve key subordinates and other key people in
planning what to do and how to do it. Under the follow.
ing conditions, the participative
style is normally
appropriate:
• You have part of the information to solve the problem
or to accomplish the mission.
• Certain key subordinates and other people have some
of the information. Under these conditions, it is nor·
mally wise to involve these subordinates-get
input
from them-in your planning.
The delegative style is appropriate when certain key
subordinates are able to analyze a problem or situation
and to determine what needs to be done and how to
do it. You cannot do everything. You must set priorities
and delegate certain tasks to subordinates.
There will be times when a subordinate is better able
than you to accomplish a certain task. For example, a
new lieutenant on his third day as platoon leader might
receive a task to plan individual training for the next
month. The platoon leader simply does not yet have
the required knowledge or experience. The platoon
sergeant has both. He knows the strengths and weaknesses of the platoon and how to plan and conduct
individual training. The platoon leader, therefore, could
delegate the task by saying, "Platoon Sergeant, 1 trust
your judgment. You determine what to do and how to
do it. 1 will approve your plan."
Let us change the above example. The platoon leader
has been in his job for several weeks and has observed
some weaknesses in the way the individual training
has been planned and conducted. He might then decide
to use a participative style to plan the next month's
individual training. To do this, he holds a leadership
and training seminar as explained in chapter 10. He
gets meaningful input from key troops, squad leaders,
and the platoon sergeant. He considers this input and
then makes a decision. His subordinates will appreciate
his listening to .their concerns. If they are a part of

the planning process, they will be more motivated to
carry out the plan. (See the principles of motivation in
chapter 9.)
It is also possible to use a mix of styles in handling
a particular situation. A squad leader can call a meeting
of his squad. He can then say, "I have decided that
we will go to the field in 3 weeks for 3 days of challenging training. During the next hour 1 want your
ideas on what training we should do and how we
should plan it and conduct it." When he tells the squad
they are going to the field, he is being authoritarian.
When he says he wants their ideas on how to plan
and conduct the training, he is being participative.
Thirty minutes later he may be delegating tasks to
certain people.
In determining what approach or style of leadership
to use, a leader should be constantly analyzing the
actors and forces in the situation. He must ask himself,
"Who has the information and the attributes necessary
to help me analyze this situation, determine the causes
of problems, and plan and implement solutions?" The
answers to this question help him determine what to
do and what style to use in approaching the. situation.
Leadership situations are complex, difficult, and
continually challenging. There are no easy rules for
applying your be, know, and do attributes to• Analyzing the situation.
• Determining significant positive and negative forces.
• Determining
what to do in terms of direction,
implementation, and motivation.
• Determining the correct approach or style to use in
carrying out leadership actions.
Being a leader is tough, and that is why leaders
get paid more than followers. Leaders should be promoted according to their demonstrated competence and
potential to handle increasingly complex situations.

APPENDIX E

Assumption of A Leadership
position
The leader's creative thinking and his judgment are
the keys to the correct handling of leadership situations.
A leader's be, know, and do attributes have a great
impact on how he analyzes situations and applies his
judgment. A leader's beliefs, values, and character
influence how he thinks. The way he thinks determines
how he applies what he knows, and what he does. That
is why this manual has stressed the essential be, know,
and do leadership attributes.
If a leader has these
attributes, he will have a good foundation for using
his judgment to determine how best to analyze situations and to take appropriate actions. The problemsolving process of chapter 7 is a tool for helping a
leader apply his judgment. Other parts of the manual,
such as the 14 principles of motivation explained in
chapter 9, are also tools to help a leader apply his
judgment and to determine what to do.
The leader must have a quick, flexible mind if he is
to stay with or ahead of the rapidly changing forces
during stressful leadership situations. He must continually identify and foresee changes in the important
actors and forces. As the forces change, he must change
his mix of actions and his style. One mix of actions
and one style may work one minute and in the next
minute a new or changed force is introduced into the
situation and a new mix of actions and a different style
are required. The leader must have good judgment
founded on the be, know, and do attributes. Only in
this way can he successfully meet the demands of
complex, stressful, rapidly changing leadership situations.

Assuming
a leadership position is simply one of the
particular leadership situations every leader must face.
Everything discussed in this manual about applying
your be, know and do attributes is relevant to assuming
a leadership position.
When assuming a leadership position, all your initial
efforts should be directed at• Determining what is expected of your unit.
• Determining what is expected of you.
• Determining the strengths and weaknesses

of your

subordinates.
• Determining other key people whose willing support is
necessary to the accomplishment of your unit's missions.
Do not fall into the trap of believing that there are
some techniques that always work, such as observing
for 2 days or 1 week and then making changes. Such
a belief will cause you to miss the benefits of the
thought process explained in appendix D. When you
assume a leadership position, apply this thought process. Then talk to your senior leaders. Obtain a clear
understanding of the answers to the following questions:
• What is my mission?
• How does it fit in with the mission of the next higher
unit?
• What functions am I responsible for, such as training,
maintenance, and administration?
• What standards

must my unit meet?

APPENDIX F

Leadership Tools
• What policies and SOPs exist to assist me?
• What are the formal norms I am expected to comply
with? Are these formal norms productive?
• What are the informal norms I am expected to comply with? Which informal norms are productive? Which
are counterproductive?
• Who are the informal leaders in my unit? What are
their be, know, and do attributes? Are the informal
leaders positive or negative forces in terms of mission
accomplishment? What is the source of their power as
informal leaders?
• What are the strengths and weaknesses of my key
subordinates and my troops?
• Who are the key people who support mission accomplishment? What are their strengths and weaknesses?
• What are the strengths and weaknesses of my unit
in every required function-such
as training, maintenance, administration, discipline?
These are key questions you should ask your seniors.
When asked in the right tone of voice and manner and
at the right time, these questions and others that flow
from them will provide the information you need to
correctly analyze the situation.
It is not enough, however, to just ask these questions
of your seniors. You need to ask these same questions
of all your key subordinates and of other people, like
the chaplain and the sergeant major, who can assist
you. If you have asked these questions in a sincere,
respectful way, you will gain the information you need
to apply your judgment to determine what to do.
The programs in chapter 10 on individual feedback,
group feedback, and leadership seminars are appropriate
to implement when you assume a leadership position.
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he five-paragraph field order and the t~oop leading
ocedures are excellent, time-tested lead.ershIp tools. The
p.r
h field order is an effectIve structure for
flVe-paragrap
d' t
Th t op
. t'ng a mission to subor Ina es.
e ro
communIca If'
leading procedures are a lo~~al pr~ce~s or prepanng
to carry out a combat or traInIng mIsSIOn.

THE FIVE PARAGRAPH FIELD ORDER

2. Situation.
a. Enemy.
b. Friendly.
c. Attachments

and detachments.

3. Execution.
a. Concept of operation.
1. Maneuver.
2. Fires (artillery, air support).
3. Obstacles, mines, fortifications.
b. Coordinating instructions.
4. Service Support.
a. Ammunition.
b. Supplies and rations.
c. Maintenance, vehicle recovery.
5. Command and Signal.
a. Location of commander.
b. Chain of Command.

Glossary
THE TROOP LEADING
1.

Receive

2.

Issue the warning

3.

Make a tentative

4.

Initiate

5.

Conduct

6.

Complete

PROCEDURES

the mission.

necessary

order.
plan.
movement.

a reconnaissance.
the plan.

DEFINITIONS
Attribute-any
belief, value, ethic, character trait,
knowledge, or skill possessed by a person.
Authoritarian
leadership-style
of leadership in
which the leader tells his subordinates what he
wants done and how he wants it done without
getting their advice or ideas.
Beliefs-assumptions
or convictions that a person
holds to be true regarding people,concepts,or things.
Character-the
sum total of an individual's personality
traits and the link between a person's values
and his behavior. It allows a person to behave
consistently according to individual values, regardless of the circumstances.
Coaching-a
form of teaching that involves communicating detailed instructions and on-the-spot feedback in a way that helps one learn a skill or
accomplish a task.
Cohesion-the
mental, emotional, and spiritual bonding
of unit members that results from respect, confidence, caring, and communication. It is intertwined with discipline and is necessary for a
unit to work as a smoothly functioning team.
Communication-the
exchange or flow of information
and ideas from one person to another. The process involves a sender transmitting
an idea,
information, or feelings to a receiver.
Coordination-bringing
into a common action, movement, or condition; regulating and combining
in harmonious action.
Counseling-talking
with a person in a way that helps
that person solve a problem or helps to create
conditions that will cause the person to improve
his behavior, character, or values.
Delegative
leadership-style
of leadership in which
the leader entrusts decision-making authority to
a subordinate or a group of subordinates. He is
still responsible for his subordinates' decisions.

Discipline-the
prompt and effective performance of
duty in response to orders, or taking the right
action in the absence of orders. A disciplined
unit forces itself to do its duty in any situation.
Esprit-the
spirit, the soul, the state of mind of the
unit. It is the overall consciousness of the unit
that the soldier identifies with and feels a
part of.
Ethics-rules
or standards that guide individuals or
groups to do the moral or right thing. A code
of ethics is a set of moral principles or values.
Evaluation-judging
the worth, quality, or significance
of people, ideas, or things.
Highest

moral goOd-moral outcome which best helps
the Army serve the ideals of the nation.
Human nature-the
common qualities of all human
beings.
Leadership that implements-communicating,
nating, supervising, and evaluating.

coordi.

Leadership
that motivates-applying
the principles
of motivation, teaching, coaching, and counseling.
Leadership
that provides
direction-goal
setting;
identifying, analyzing, and solving problems;
decision making; and planning.
Military

leadership-the
process by which a soldier
influences others to accomplish the mission. He
carries out this process by applying his leadership attributes (beliefs, values, ethics, character,
knowledge, and skills).

Morale-the
mental, emotional, and spiritual state of
an individual. It is how a soldier feels-happy,
hopeful, confident, appreciated, or worthless,
sad, unrecognized,
depressed. High morale
strengthens courage, energy, and the will to
fight.
Motivation-the
combination of a person's desire and
energy' directed at achieving a goal. It is the

cause of action. Influencing people's motivation
means getting them to want to do what you
know must be done.
Participative
leadership-style
of leadership in which
the leader involves one or more subordinates in
determining what to do and how to do it. He
maintains final decision-making authority.
Professional
Army ethic-the
basic professional
beliefs and values that should be held by all
soldiers: loyalty to the ideals of the nation,
loyalty to the unit, personal responsibility, and
selfless service.
Quality-a
trait or characteristic of a person.
Stress-pressure
or tension. It is any real or perceived
demand on the mind, emotions, spirit, or body.
Supervision-keeping
a grasp on the situation and
ensuring that plans and policies are implemented properly.
Teaching-creating
the conditions that cause someone
to learn and develop. Coaching, counseling,
rewarding, and taking disciplinary measures are
all part of teaching.
Trait-any
distinguishing quality or characteristic of
a person. A person demonstrates that he possesses a trait, such as moral courage, by consistently behaving in a morally courageous way,
regardless of the situation. For a trait to be
developed in a person, the person must first
believe in and value that trait. For example,
before a person can have moral courage, he
must believe in and value moral courage. Therefore, moral courage must be a belief and a value
of a person before it can become a trait of that
person. All of the traits explained in chapter 5
must first be believed in and valued before a
person can possess them as traits.
Values-ideas
about the worth or importance of things,
concepts, and people. They come from a person's
beliefs.

ACRONYMS AND ABBREVIATIONS
AG-adjutant
atk-attack

general

ARTEP-Army
A WOL-absent
bn-battalion
CQ-charge

RELATED

training and evaluation program
without leave

of quarters

DA-Department
EER-enlisted

of the Army

general

MOS-military
occupational specialty
NCO-noncommissioned
officer
OPFOR-opposing
force
PAC-personnel
pIt-platoon

and administration

center

PT Test-Advanced
Physical Readiness Test
R&R-rest
and recuperation
SIDPERS-Standard
Installation/Division
Personnel System
SOP-standing
operating procedure
SP4-Specialist
4
SQT-skill qualification test
S-l-Adjutant
(US Army)
S-2-Intelligence
S-3-0perations

Officer (US Army)

& Training Officer (US Army)
S-4-Supply
Officer (US Army)
TDY -temporary duty
TOE-table
of organization and equipment
TOC-tactical
operations center
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These related publications are sources of addional information. Users do not have to read them to understand
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How to Manage Training in Units
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The Army
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Garden

City, New

Actual Army values,
Assertiveness.

99, 102

See Traits of character

Attributes of leadership,
53, 71, 72
Awards,
Backward

16, 44, 45, 49,

222 thru 225, 274
planning,

179, 180

Barriers to communication
Avoiding, 195 thru 202
Physical, 190, 191
Psychological, 191 thru 195
Basic national
Battle

values, 98, 102

drill, 8, 14, 66, 149

Bearing.
Be, know,
251

See Traits of character
do, 41, 48 thru 53, 133, 158,

Be, 73 thru 132
Know, 133 thru 158
Do, 159 thru 250
Beliefs, 13, 35, 44, 45, 50, 51, 53, 56, 60,
67, 73 thru 85, 110, 130, 252, 277, 278
Candor. See Soldierly values and Traits
of character
Character,
51, 56, 57, 62, 63, 71, 72, 85,
107 thru 110, 115, 120, 125 thru 132,
151, 173
Character

traits.

See Traits of character

Coach, 61, 64, 67, 71, 131, 210, 247, 249,
257
Coercion,

17, 60, 242 thru 246

Cohesion, 34, 64, 80, 84, 143, 156 thru
158, 229, 232
Commitment.
See Soldierly values and
Traits of character
Communication.
See Factors of leadership and Leadership that implements

92 thru 97, 112
dership that provides
nip, 41, 44 thru 48,

92
4, 46, 64, 133,
:1, 232, 235,
46, 49, 99, 133, 292
I 133, 293
50, 99, 119, 133, 292

Justice.

See Traits of character

16, 42, 49, 52, 57, 63, 64
Tactical, 49, 52, 57, 63, 149, 150
Technical, 49, 52, 57, 63, 64, 148, 149

166, 167, 174 thru 182, 230 thru 232, 254

Problem solving, 49, 57, 64, 159,
165 thru 174, 210, 231
Leadership
training,
261 thru 265

Leader

Formal, 82, 83, 85
Informal, 82, 83, 85, 94

Legal

See also Factors of Leadership

Maintenance

Leadership,

Leadership
by example,
139, 200, 227, 228

42, 57, 131,
See Principles of

Leadership

styles, 294 thru 298
Authoritarian, 294, 295

implements,

52, 58 66
'
,

Evaluating, 49, 52, 58, 66, 206, 207
213, 257

'

Communicating, 42, 52, 58, 64, 66, 156,
185 thru 202, 231, 235, 256 287 thru
290
'

Coordinating, 49, 52, 58, 66,
Supervising, 49, 52, 58, 66, 205, 206
motivates,

52, 58, 67
'

Counseling, 58, 141, 154, 155, 226, 227,
233, 246, 249, 256, 258 thru 260
279 thru 285
'
Rewards, 49, 123, 223 thru 226
Teaching, 58, 246 thru 250, 256 277
278
'
,
Leadership
that provides direction
52, 57, 64, 159 thru 183
'
Decision making, 42, 49, 57, 64, 159,
162, 166, 172, 230
Goal Setting, 49, 64, 159, 182, 183, 253

98, 102
273 thru 275

See Traits of character
history,

52, 86, 115, 120, 173,

Mission accomplishment,
32, 44, 48, 49,
53, 56, 78, 83, 96, 110, 135 thru 137,
152, 157, 171, 179, 206, 209, 212, 215,
228, 235, 257, 294

Morale,

See Traits of character,

49, 51, 139, 157, 219, 228, 229

Motivation,
51,52, 58, 67, 78, 143,
217 thru 221, 242 thru 250. See also
Leadership that motivates
Motor pool, 273
NCO duties
241
Norms,

202 thru 205

Leadership
that
217 thru 250

Military
252

14, 252 thru 258,

program,

Moral courage.
Courage

Participative, 295
Delegative, 295, 296
Leadership
that
185 thru 216

standards,

Maturity.

44

Leadership
principles.
leadership
I, 126, 135, 163, 188,
257 thru 261, 289,

Planning, 36, 49, 64, 65, 159, 162, 163,

Knowledge,

and responsibilities,

240,

75, 77, 81 thru 83, 152, 153

Formal, 77, 109
Informal, 52, 77, 81, 109, 130, 198
Note taking,
Organizing,
Officer duties
240, 241

33, 265 thru 267
179
and responsibilities,

Panic, 12, 14, 17, 19, 28, 137 thru 139,
143, 168
Personal
reconnaissance,
168, 200, 201, 263
Physical courage.
ter, Courage
Physical

fitness,

70, 160, 162,

See Traits of charac227

r, 74, 75, 194
243
8, 136, 137, 143, 156,

IP. See Leadership
~adershipthat imple,mattox, 15, 16
~haracter

Coolness under stress, 123
Courage, 3, 17, 57, 90, 107, 112, 120,
138, 151, 157, 218
Moral, 58, 63, 68, 69, 90, 91, 219
Physical, 58, 90, 219

Creativity, 124
Decisiveness, 122
Empathy, 124
Endurance, 122
Flexibility, 121, 171, 172
Humility, 125
Initiative, 33, 107, 112, 116, 123, 161,
168, 192, 199, 202
Integrity, 96, 104, 121

lership that motivates
,1seling. See Leader;es

>9, 171
" 78,79

values, 98, 102, 104
~, 66, 174 thru 182,
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Justice, 123
Maturity, 121
Self-discipline, 108, 121, 129, 137, 141,
151

Self-improvement, 42, 124, 135
Sense of humor, 124
Tact, 125
Will, 121, 138
Trust, 21, 36, 60 thru 64, 109, 156, 193,
194

Understanding,

38, 39, 189

Values, 16, 44, 50, 51, 56, 61, 62,
73 thru 91, 115, 130, 131, 191, 261, 277,
278

Well-being of subordinates,

3, 17, 32,
42, 44, 47, 49, 55, 57, 88, 124, 129, 140,
147, 215

Will to fight, 3, 57, 82, 139, 157, 228
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