
PART TWO

Direct Leadership
The first three chapters of this manual cover the constants of leadership. They focus primarily
on what a leader must BE. Part Two examines what a direct leader must KNOW and DO. Note
the distinction between a skill, knowing something, and an action, doing something. The
reason forthis distinction bears repeating: knowledge isn't enough. You can't be a leader until
you apply what you know, until you act and DO what you must.

Army leaders are grounded in the heritage, values, and tradition of the Army. They embody
the warrior ethos, value continuous learning, and demonstrate the ability to lead and train their
subordinates. Army leaders lead by example, train from experience, and maintain and enforce
standards. They do these things while taking care of their people and adapting to a changing
world. Chapters 4 and 5 discuss these subjects in detail.

The warrior ethos is the will to win with honor. Despite a thinking enemy, despite adverse
conditions, you accomplish your mission. You express your character-the BE of BE, KNOW,
DO-when you and your people confront a difficult mission and persevere. The warrior ethos
applies to all soldiers and DA civilians, not just those who close with and destroy the enemy.
It's the will to meet mission demands no matter what, the drive to get the job done whatever
the cost.

Continuous learning requires dedication to improving your technical and tactical skills through
study and practice. It also includes learning about the world around you-mastering new
technology, studying other cultures, staying aware of current events at home and abroad. All
these things affect your job as a leader.

Continuous learning also means consciously developing your character through study and
reflection. It means reflecting on Army values and developing leader attributes. Broad
knowledge and strong character underlie the right decisions in hard times. Seek to learn as
much as you can about your job, your people, and yourself. That way you'll be prepared when
the time comes for tough decisions. You'll BE a leader of character, KNOW the necessary
skills, and DO the right thing.

Army leaders train and lead people. Part of this responsibility is maintaining and enforcing
standards. Your subordinates expect you to show them what the standard is and train them to
it: they expect you to lead by example. In addition, as an Army leader you're required to take
care of your people. You may have to call on them to do things that seem impossible. You may
have to ask them to make extraordinary sacrifices to accomplish the mission. If you train your
people to standard, inspire the warrior ethos in them, and consistently look after their
interests, they'll be prepared to accomplish the mission-anytime, anywhere.
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Chapter 4

Direct Leadership Skills

Never get so caught up in cutting wood that you forget to sharpen your ax.

First Sergeant James J. Karolchyk, 1986

4-1. The Army's direct leaders perform a huge
array off unctions in all kinds of places and un-
der all kinds of conditions. Even as you read
these pages, someone is in the field in a cold
place, someone else in a hot place. There are
people headed to a training exercise and others
headed home. Somewhere a motor pool is buzz-
ing, a medical ward operating, supplies moving.
Somewhere a duty NCO is conducting inspec-
tions and a sergeant of the guard is making the
rounds. In all these places, no matter what the
conditions or the mission, direct leaders are

guided by the same principles, using the same
skills, and performing the same actions.

4-2. This chapter discusses the skills a direct
leader must master and develop. It addresses
the KNOW of BE, KNOW, and DO for direct
leaders. The skills are organized under the four
skill groups Chapter 1 introduced: in-
terpersonal, conceptual, technical, and tactical.
(Appendix B lists performance indicators for
leader skills.)

INTERPERSONAL SKILLS

4-3. A DA civilian supervisor was in a frenzy
because all the material needed for a project
wasn't available. The branch chief took the su-
pervisor aside and said, "You're worrying about
things. Things are not important; things will or
won't be there. Worry about working with the
people who will get the job done."

4-4. Since leadership is about people, it's not sur-
prising to find interpersonal skills, what some call
"people skills," at the top of the list of what an
Army leader must KNOW. Figure 4-1 (on page
4-3) identifies the direct leader interpersonal
skills. All these skills-communicating, team
building, supervising, and counseling-require
communication. They're all closely related; you
can hardly use one without using the others.

COMMUNICATING

4-5. Since leadership is about getting other
people to do what you want them to do, it
follows that communicating-transmitting in-
formation so that it's clearly understood-is an
important skill. Mter all, if people can't under-
stand you, how will you ever let them know
what you want? The other interpersonal

4-2

skills-supervising, team building, and
counseling-also depend on your ability to
communicate.

4-6. If you take a moment to think about all the
training you've received under the heading
"communication," you'll see that it probably
falls into four broad categories: speaking, read-
ing, writing, and listening. You begin practicing
speech early; many children are using words by
the age of one. The heavy emphasis on reading
and writing begins in school, if not before. Yet
how many times have you been taught how to
listen? Of the four forms of communication,

INTERPERSONAL SKILLS 4-2

CONCEPTUAL SKILLS 4-6

TECHNICALSKILLS 4-11

TACTICAL SKILLS 4-12

SUMMARY 4-14
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Interpersonal Skills
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listening is the one in which most people receive
the least amount of formal training. Yet for an
Army leader, it's every bit as important as the
others. It often comes first because you must
listen and understand before you can decide
what to say.

One-Way and Two-Way Communication

4-7. There are two common forms of one-way
communication that are not necessarily the
best way to exchange information: seeing and
hearing. The key difference between one-way
and two-way communication is that one-way
communication-hearing or seeing something
on television, reading a copy of a slide presenta-
tion, or even watching a training event un-
fold-may not give you a complete picture. You

may have unanswered questions or even walk
away with the wrong concept of what has oc-
curred. That's why two-way communication is
preferred when time and resources permit.

Active Listening

4-8. An important form of two-way communi-
cation is active listening. When you practice ac-
tive listening, you send signals to the speaker
that say, "I'm paying attention." Nod your head
every once in a while, as if to say, "Yes, I under-
stand." When you agree with the speaker, you
might use an occasional "uh-huh." Look the
speaker in the eye. Give the speaker your full
attention. Don't allow yourself to be distracted
by looking out the window, checking your
watch, playing with something on your desk, or
trying to do more than one thing at a time.
Avoid interrupting the speaker; that's the car-
dinal sin of active listening.

4-9. Be aware of barriers to listening. Don't
form your response while the other person is
still talking. Don't allow yourself to become dis-
tracted by the fact that you're angry, or that
you have a problem with the speaker, or that
you have lots of other things you need to be
thinking about. If you give in to these tempta-
tions, you'll miss most of what's being said.

Nonverbal Communication

4-10. In face-to-face communication, even in
the simplest conversation, there's a great deal
going on that has almost nothing to do with the
words being used. Nonverbal communication
involves all the signals you send with your facial
expressions, tone of voice, and body language.
Effective leaders know that communication in-
cludes both verbal and nonverbal cues. Look for
them in this example.

The Checking Account

A young soldier named PVT Bell, new to the unit, approaches his team leader, SGT Adams, and
says, "I have a problem I'd like to talk to you about."

The team leader makes time-right then if possible-to listen. Stopping, looking the soldier in the
eye, and asking, "What's up?" sends many signals: I am concerned about your problem. You're part
of the team, and we help each other. What can I do to help? All these signals, by the way, reinforce
Army values.
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Direct Leadership Skills

The Checking Account (continued)

PVT Bell sees the leader is paying attention and continues, "Well, I have this checking account,
see, and it's the first time I've had one. I have lots of checks left, but for some reason the PX [post
exchange] is saying they're no good."

SGT Adams has seen this problem before: PVT Bell thinks that checks are like cash and has no
idea that there must be money in the bank to cover checks written against the account. SGT Adams,
no matter how tempted, doesn't say anything that would make PVT Bell think that his difficulty was
anything other than the most important problem in the world. He is careful to make sure that PVT Bell
doesn't think that he's anyone other than the most important soldier in the world. Instead, SGT Adams
remembers life as a young soldier and how many things were new and strange. What may seem like
an obvious problem to an experienced person isn't so obvious to an inexperienced one. Although the
soldier's problem may seem funny, SGT Adams doesn't laugh at the subordinate. And because
nonverbal cues are important, SGT Adams is careful that his tone of voice and facial expressions
don't convey contempt or disregard for the subordinate.

Instead, the leader listens patiently as PVT Bell explains the problem; then SGT Adams
reassures PVT Bell that it can be fixed and carefully explains the solution. What's more, SGT Adams
follows up later to make sure the soldier has straightened things out with the bank.

A few months later, a newly promoted PFC Bell realizes that this problem must have looked pretty
silly to someone with SGT Adams' experience. But PFC Bell will always remember the example SGT
Adams set. Future leaders are groomed every day and reflect their past leaders. By the simple act of
listening and communicating, SGT Adams won the loyalty of PFC Bell. And when the next batch of
new soldiers arrives, PFC Bell, now the old-timer, will say to them, "Yeah, in all my experience, I've got
to say this is one of the best units in the Army. And SGT Adams is the best team leader around. Why, I
remember a time..,"

4-11. SGT Adams performed crisis counseling,
a leader action Appendix C discusses. Look for
the communicating skills in this example. SGT
Adams listened actively and controlled his non-
verbal communication. He gave PVT Bell his
full attention and was careful not to signal in-
difference or a lack of concern. SGT Adams'
ability to do this shows the mental attribute of
self-discipline and the emotional attribute of
self-control, which you read about in Chapter 2.
The leader also displayed empathy, that is, sen-
sitivity to the feelings, thoughts, and experi-
ences of another person. It's an important
quality for a counselor.

SUPERVISING

If a squad leader doesn't check, and the guy on
point has no batteries for his night vision
goggles, he hasjust degraded the effectiveness of
the entire unit.

A Company Commander, Desert Storm

4-4

4-12. Direct leaders check and recheck things.
Leaders strike a balance between checking too
much and not checking enough. Training sub-
ordinates to act independently is important;
that's why direct leaders give instructions or
their intent and then allow subordinates to
work without constantly looking over their
shoulders. Accomplishing the mission is equally
important; that's why leaders check things-
especially conditions critical to the mission
(fuel levels), details a soldier might forget
(spare batteries for night vision goggles), or
tasks at the limit of what a soldier has accom-
plished before (preparing a new version of a re-
port).

4-13. Checking minimizes the chance of
oversights, mistakes, or other circumstances
that might derail a mission. Checking also gives
leaders a chance to see and recognize
subordinates who are doing things right or
make on-the-spot corrections when necessary.
Consider this example: A platoon sergeant
delegates to the platoon's squad leaders the
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authority to get their squads ready for a tactical
road march. The platoon sergeant oversees the
activity but doesn't intervene unless errors,
sloppy work, or lapses occur. The leader is there
to answer questions or resolve problems that

the squad leaders can't handle. This
supervision ensures that the squads are
prepared to standard and demonstrates to the
squad leaders that the platoon sergeant cares
about them and their people.

The Rusty Rifles Incident

While serving in the Republic of Vietnam, SFC Jackson was transferred from platoon sergeant of
one platoon to platoon leader of another platoon in the same company. SFC Jackson quickly sized up
the existing standards in the platoon. He wasn't pleased. One problem was that his soldiers were not
keeping their weapons cleaned properly: rifles were dirty and rusty. He put out the word: weapons
would be cleaned to standard each day, each squad leader would inspect each day, and he would
inspect a sample of the weapons each day. He gave this order three days before the platoon was to
go to the division rest and recuperation (R&R) area on the South China Sea.

The next day SFC Jackson checked several weapons in each squad. Most weapons were still
unacceptable. He called the squad leaders together and explained the policy and his reasons for
implementing it. SFC Jackson checked again the following day and still found dirty and rusty
weapons. He decided there were two causes for the problem. First, the squad leaders were not doing
their jobs. Second, the squad leaders and troops were bucking him-testing him to see who would
really make the rules in the platoon. He sensed that, because he was new, they resisted his
leadership. He knew he had a serious discipline problem 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 and I'll be inspecting rifles. We won't go on R&R
until each weapon in this platoon meets the standard."

The next morning SFC Jackson inspected and found that most weapons in each squad were still
below standard. He called the squad leaders together. With a determined look and a firm voice, he
told them he would hold a formal in-ranks inspection at 1300 hours, even though the platoon was
scheduled to board helicopters for R&R then. If every weapon didn't meet the standard, he would
conduct another in-ranks inspection for squad leaders and troops with substandard weapons. He
would continue inspections until all weapons met the standard.

At 1300 hours the platoon formed up, surly and angry with the new platoon leader, who was taking
their hard-earned R&R time. The soldiers could hardly believe it, but his message was starting to sink
in. This leader meant what he said. This time all weapons met the standard.

COUNSELING

Nothing will ever replace one person looking
another in the eyes and telling the soldier his
strengths and weaknesses. [Counseling] charts
a path to success and diverts soldiers from
heading down the wrong road.

Sergeant Major Randolph S. Hollingsworth

4-14. Counseling is subordinate-centered com-
munication that produces a plan outlining ac-
tions necessary for subordinates to achieve
individual or organizational goals. Effective coun-
seling takes time, patience, and practice. As with

Army Leadership

everything else you do, you must develop your
skills as a counselor. Seek feedback on how ef-
fective you are at counseling, study various
counseling techniques, and make efforts to im-
prove. (Appendix C discusses developmental
counseling techniques.)

4-15. Proper counseling leads to a specific plan
of action that the subordinate can use as a road
map for improvement. Both parties, counselor
and counseled, prepare this plan of action. The
leader makes certain the subordinate under-
stands and takes ownership of it. The best plan
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Direct Leadership Skills

of action in the world does no good if the subor-
dinate doesn't understand it, follow it, and be-
lieve in it. And once the plan of action is agreed
upon, the leader must follow up with one-on-
one sessions to ensure the subordinate stays on
track.

4-16. Remember the Army values of loyalty,
duty, and selfless service require you to counsel
your subordinates. The values of honor, integ-
rity, and personal courage require you to give
them straightforward feedback. And the Army
value of respect requires you to find the best
way to communicate that feedback so that your
subordinates understand it. These Army values

all point to the requirement for you to become a
proficient counselor. Effective counseling helps
your subordinates develop personally and
professionally.

4-17. One of the most important duties of all di-
rect, organizational, and strategic leaders is to
develop subordinates. Mentoring, which links
the operating and improving leader actions,
plays a major part in developing competent and
confident future leaders. Counseling is an in-
terpersonal skill essential to effective men-
toring. (Chapters 5, 6, and 7 discuss the direct,
organizational, and strategic leader mentoring
actions.)

CONCEPTUAL SKILLS

4-18. Conceptual skills include competence in
handling ideas, thoughts, and concepts.
Figure 4-2 (on page 4-7) lists the direct leader
conceptual skills.

CRITICAL REASONING

4-19. Critical reasoning helps you think
through problems. It's the key to understand-
ing situations, finding causes, arriving at justi-
fiable conclusions, making good judgments, and
learning from the experience-in short, solving
problems. Critical reasoning is an essential part
of effective counseling and underlies ethical
reasoning, another conceptual skill. It's also a
central aspect of decision making, which Chap-
ter 5 discusses.

4-20. The word "critical" here doesn't mean
finding fault; it doesn't have a negative mean-
ing at all. It means getting past the surface of
the problem and thinking about it in depth. It
means looking at a problem from several points

of view instead of just being satisfied with the
first answer that comes to mind. Army leaders
need this ability because many of the choices
they face are complex and offer no easy
solution.

4-21. Sometime during your schooling you
probably ran across a multiple choice test, one
that required you to "choose answer a, b, c, or d"
or "choose one response from column a and two
from column b." Your job as an Army leader
would be a lot easier if the problems you faced
were presented that way, but leadership is a lot
more complex than that. Sometimes just figur-
ing out the real problem presents a huge hurdle;
at other times you have to sort through distract-
ing multiple problems to get to the real diffi-
culty. On some occasions you know what the
problem is but have no clue as to what an an-
swer might be. On others you can come up with
two or three answers that all look pretty good.

Finding the Real Problem

A platoon sergeant directs the platoon's squad leaders to counsel their soldiers every month and
keep written records. Three months later, the leader finds the records are sloppy or incomplete; in
many cases, there's no record at all. The platoon sergeant's first instinct is to chew out the squad
leaders for ignoring his instructions. It even occurs to him to write a counseling annex to the platoon
SOP so he can point to it the next time the squad leaders fail to follow instructions.
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Conceptual Skills

Finding the Real Problem (continued)

But those are just knee-jerk reactions and the platoon sergeant knows it. Instead of venting his
frustration, the leader does a little investigating and finds that two squad leaders have never really
been taught how to do formal, written counseling. The third one has no idea why counseling is
important. So what looked like a disciplinary problem-the squad leaders disobeying
instructions-turns out to be a training shortfall. By thinking beyond the surface and by checking, the
platoon sergeant was able to isolate the real problem: that the squad leaders had not been trained in
counseling. The next step is to begin training and motivating subordinates to do the tasks.
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CREATIVE THINKING

4-22. Sometimes you run into a problem that
you haven't seen before or an old problem that
requires a new solution. Here you must apply
imagination; a radical departure from the old
way of doing things may be refreshing. Army
leaders prevent complacency by finding ways to
challenge subordinates with new approaches
and ideas. In these cases, rely on your intuition,
experience, and knowledge. Ask for input from
your subordinates. Reinforce team building by
making everybody responsible for, and
shareholders in, the accomplishment of difficult
tasks.

4-23. Creative thinking isn't some mysterious
gift, nor does it have to be outlandish. It's not re-
served for senior officers; all leaders think crea-
tively. You employ it every day to solve small
problems. A unit that deploys from a stateside
post on a peace operation, for instance, may find
itself in a small compound with limited athletic
facilities and no room to run. Its leaders must
devise new ways for their soldiers to maintain
physical fitness. These may include sports and
games, even games the local nationals play.

Pulling Dragons' Teeth

As American forces approached the Siegfried Line between Germany and France at the end of
World War II, the armored advance was slowed by "dragons' teeth," concrete obstacles that looked
like large, tightly spaced traffic cones. Engineers predicted it would take many days and tons of
explosives to reduce the obstacles, which were heavily reinforced and deeply rooted. Then an NCO
suggested using bulldozers to push dirt on top of the spikes, creating an earthen ramp to allow tanks to
drive over the obstacles. This is but one example of the creative thinking by American soldiers of all
ranks that contributed to victory in the ETO.
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ETHICAL REASONING

4-24. Ethical leaders do the right things for the
right reasons all the time, even when no one is
watching. But figuring out what's the "right"
thing is often, to put it mildly, a most difficult
task. To fulfill your duty, maintain your
integrity, and serve honorably, you must be
able to reason ethically.

4-25. Occasionally, when there's little or no
time, you'll have to make a snap decision based
on your experience and intuition about what
feels right. For Army leaders, such decisions are
guided by Army values (discussed in Chapter 2),
the institutional culture, and the organiza-
tional climate (discussed in Chapter 3). These
shared values then serve as a basis for the
whole team's buying into the leader's decision.
But comfortable as this might be, you should
not make all decisions on intuition.

4-26. When there's time to consider al-
ternatives, ask for advice, and think things
through, you can make a deliberate decision.
First determine what's legally right by law and
regulation. In gray areas requiring inter-
pretation, apply Army values to the situation.
Inside those boundaries, determine the best
possible answer from among competing
solutions, make your decision, and act on it.

4-27. The distinction between snap and deliber-
ate decisions is important. In many decisions,
you must think critically because your intui-
tion-what feels right-may lead to the wrong
answer. In combat especially, the intuitive re-
sponse won't always work.

4-28. The moral application of force goes to the
heart of military ethics. S. L. A. Marshall, a
military historian as well as a brigadier general,
has written that the typical soldier is often at a
disadvantage in combat because he "comes
from a civilization in which aggression, con-
nected with the taking of a human life, is pro-
hibited and unacceptable." Artist Jon Wolfe, an
infantryman in Vietnam, once said that the
first time he aimed his weapon at another hu-
man being, a "little voice" in the back of his
mind asked, "Who gave you permission to do
this?" That "little voice" comes, of course, from
a lifetime of living within the law. You can

4-8

determine the right thing to do in these very
unusual circumstances only when you apply
ethical as well as critical reasoning.

4-29. The right action in the situation you face
may not be in regulations or field manuals.
Even the most exhaustive regulations can't pre-
dict every situation. They're designed for the
routine, not the exceptional. One of the most
difficult tasks facing you as an Army leader is
determining when a rule or regulation simply
doesn't apply because the situation you're fac-
ing falls outside the set of conditions envisioned
by those who wrote the regulation. Remember
COL Chamberlain on Little Round Top. The
drill manuals he had studied didn't contain the
solution to the tactical problem he faced; nei-
ther this nor any other manual contain "cook-
book" solutions to ethical questions you will
confront. COL Chamberlain applied the doc-
trine he learned from the drill manuals. So you
should apply Army values, your knowledge, and
your experience to any decision you make and
be prepared to accept the consequences of your
actions. Study, reflection, and ethical reasoning
can help you do this.

4-30. Ethical reasoning takes you through these
steps:

Define the problem.

Know the relevant rules.

Develop and evaluate courses of action.

Choose the course of action that best repre-
sents Army values.

4-31. These steps correspond to some of the
steps of the decision making leadership action
in Chapter 5. Thus, ethical reasoning isn't a
separate process you trot out only when you
think you're facing an ethical question. It
should be part of the thought process you use to
make any decision. Your subordinates count on
you to do more than make tactically sound deci-
sions. They rely on you to make decisions that
are ethically sound as well. You should always
consider ethical factors and, when necessary,
use Army values to gauge what's right.

4-32. That said, not every decision is an ethical
problem. In fact, most decisions are ethically
neutral. But that doesn't mean you don't have

.

.

.

.
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to think about the ethical consequences of your
actions. Only if you reflect on whether what
you're asked to do or what you ask your people
to do accords with Army values will you develop
that sense of right and wrong that marks ethi-
cal people and great leaders. That sense of right
and wrong alerts you to the presence of ethical
aspects when you face a decision.

4-33. Ethical reasoning is an art, not a science,
and sometimes the best answer is going to be
hard to determine. Often, the hardest decisions
are not between right and wrong, but between
shades of right. Regulations may allow more
than one choice. There may even be more than
one good answer, or there may not be enough
time to conduct a long review. In those cases,
you must rely on your judgment.

Define the Problem

4-34. Defining the problem is the first step in
making any decision. When you think a
decision may have ethical aspects or effects, it's
especially important to define it precisely.
Know who said what-and what specifically
was said, ordered, or demanded. Don't settle for
secondhand information; get the details. Prob-
lems can be described in more than one way.
This is the hardest step in solving any problem.
It's especially difficult for decisions in the face
of potential ethical conflicts. Too often some
people come to rapid conclusions about the na-
ture of a problem and end up applying solutions
to what turn out to be only symptoms.

Know the Relevant Rules

4-35. This step is part offact gathering, the sec-
ond step in problem solving. Do your home-
work. Sometimes what looks like an ethical
problem may stem from a misunderstanding of
a regulation or policy, frustration, or overen-
thusiasm. Sometimes the person who gave an
order or made a demand didn't check the regu-
lation and a thorough reading may make the
problem go away. Other times, a difficult situa-
tion results from trying to do something right
in the wrong way. Also, some regulations leave
room for interpretation; the problem then be-
comes a policy matter rather than an ethical
one. If you do perceive an ethical problem,
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explain it to the person you think is causing it
and try to come up with a better way to do the
job.

Develop and Evaluate Courses of Action

4-36. Once you know the rules, layout possible
courses of action. As with the previous steps,
you do this whenever you must make a decision.
N ext, consider these courses of action in view of
Army values. Consider the consequences of
your courses of action by asking yourself a few
practical questions: Which course of action best
upholds Army values? Do any of the courses of
action compromise Army values? Does any
course of action violate a principle, rule, or
regulation identified in Step 2? Which course of
action is in the best interest of the Army and of
the nation? This part will feel like a juggling
act; but with careful ethical reflection, you can
reduce the chaos, determine the essentials, and
choose the best course-even when that choice
is the least bad of a set of undesirable options.

Choose the Course of Action That Best
Represents Army Values

4-37. The last step in solving any problem is
making a decision and acting on it. Leaders are
paid to make decisions. As an Army leader,
you're expected-by your bosses and your peo-
ple-to make decisions that solve problems
without violating Army values.

4-38. As a values-based organization, the Army
uses expressed values-Army values-to pro-
vide its fundamental ethical framework. Army
values layout the ethical standards expected of
soldiers and DA civilians. Taken together, Army
values and ethical decision making provide a
moral touchstone and a workable process that
enable you to make sound ethical decisions and
take right actions confidently.

4-39. The ethical aspects of some decisions are
more obvious that those of others. This example
contains an obvious ethical problem. The issues
will seldom be so clear-cut; however, as you
read the example, focus on the steps SGT Kirk
follows as he moves toward an ethical decision.
Follow the same steps when you seek to do the
right thing.
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The EFMB Test

SGT Kirk, who has already earned the Expert Field Medical Badge (EFMB), is assigned as a
grader on the division's EFMB course. Sergeant Kirk's squad leader, SSG Michaels, passes through
SGT Kirk's station and fails the task. Just before SGT Kirk records the score, SSG Michaels pulls him
aside.

"I need my EFMB to get promoted," SSG Michaels says. "You can really help me out here; it's only
a couple of points anyway. No big deal. Show a little loyalty."

SGT Kirk wants to help SSG Michaels, who's been an excellent squad leader and who's loyal to
his subordinates. SSG Michaels even spent two Saturdays helping SGT Kirk prepare for his
promotion board. If SGT Kirk wanted to make this easy on himself, he would say the choice is
between honesty and loyalty. Then he could choose loyalty, falsify the score, and send everyone
home happy. His life under SSG Michaels would probably be much easier too.

However, SGT Kirk would not have defined the problem correctly. (Remember, defining the
problem is often the hardest step in ethical reasoning.) SGT Kirk knows the choice isn't between
loyalty and honesty. Loyalty doesn't require that he lie. In fact, lying would be disloyal to the Army,
himself, and the soldiers who met the standard. To falsify the score would also be a violation of the
trust and confidence the Army placed in him when he was made an NCO and a grader. SGT Kirk
knows that loyalty to the Army and the NCO corps comes first and that giving SSG Michaels a passing
score would be granting the squad leader an unfair advantage. SGT Kirk knows it would be wrong to
be a coward in the face of this ethical choice, just as it would be wrong to be a coward in battle. And if
all that were not enough, when SGT Kirk imagines seeing the incident in the newspaper the next
morning-Trusted NCO Lies to Help Boss-he knows what he must do.

4-40. When SGT Kirk stands his ground and
does the right thing, it may cost him some pain
in the short run, but the entire Army benefits.
If he makes the wrong choice, he weakens the
Army. Whether or not the Army lives by its val-
ues isn't just up to generals and colonels; it's up
to each of the thousands of SGT Kirks, the
Army leaders who must make tough calls when
no one is watching, when the easy thing to do is
the wrong thing to do.

REFLECTIVE THINKING

4-41. Leader development doesn't occur in a
vacuum. All leaders must be open to feedback
on their performance from multiple per-
spectives-seniors, peers, and subordinates.
But being open to feedback is only one part of
the equation. As a leader, you must also listen
to and use the feedback: you must be able to
reflect. Reflecting is the ability to take informa-
tion, assess it, and apply it to behavior to ex-
plain why things did or did not go well. You can
then use the resulting explanations to improve
future behavior. Good leaders are always

4-10

striving to become better leaders. This means
you need consistently to assess your strengths
and weaknesses and reflect on what you can do
to sustain your strengths and correct your
weaknesses. To become a better leader, you
must be willing to change.

4-42. For reasons discussed fully in Chapter 5,
the Army often places a premium on doing-on
the third element of BE, KNOW, DO. All Army
leaders are busy dealing with what's on their
plates and investing a lot of energy in accom-
plishing tasks. But how often do they take the
time to STOP and really THINK about what
they are doing? How often have you seen this
sign on a leader's door: Do Not Disturb-Busy
Reflecting? Not often. Well, good leaders need
to take the time to think and reflect. Schedule
it; start really exercising your capacity to get
feedback. Then reflect on it and use it to im-
prove. There's nothing wrong with making mis-
takes, but there's plenty wrong with not
learning from those mistakes. Reflection is the
means to that end.
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TECHNICAL SKILLS

The first thing the senior NCOs had to do was to determine who wasn't qualified with his
weapon, who didn't have his protective mask properly tested and sealed-just all the basic
little things. Those things had to be determined real fast.

A Command Sergeant Major, Desert Storm

THE LEADER

I
am.1'

to Achieve Excellence

Figure 4-3. Direct Leader Skills-Technical

KNOWING EQUIPMENT

4-43. Technical skill is skill with things-equip-
ment, weapons, systems-everything from the
towing winch on the front of a vehicle to the
computer that keeps track of corps personnel
actions. Direct leaders must know their

equipment and how to operate it. Figure 4-3
highlights direct leader technical skills. Techni-
cal manuals, training circulars, SOPs, and all
the other publications necessary for efficient,
effective performance explain specific skills
more completely.

4-44. Direct leaders are closer to their equip-
ment than organizational and strategic leaders.
Thus, they have a greater need to know how it
works and how to use it. In addition, direct
leaders are the experts who are called upon to
solve problems with the equipment, the ones
who figure out how to make it work better, how
to apply it, how to fix it-even how to modify it.
Sergeants, junior officers, warrant officers,
wage grade employees, and journeymen are the
Army's technical experts and best teachers.
Subordinates expect their first-line leaders to
know their equipment and be experts in all the
applicable technical skills.

OPERATING EQUIPMENT

4-45. Direct leaders know how to operate their
equipment and make sure their people do as
well. They set the example with a hands-on ap-
proach. When new equipment arrives, direct
leaders find out how it works, learn how to use
it themselves, and train their subordinates to
do the same.

Technical Skill into Combat Power

Technicalskill gave the Army a decided advantage in the 1944 battle for France. For example,
the German Army had nothing like the US Army's maintenance battalions. Such an organization was
a new idea, and a good one. These machine-age units were able to return almost half the
battle-damaged tanks to action within two days. The job was done by young men who had been
working at gas stations and body shops two years earlier and had brought their skill into the service of
their country. Instead of fixing cars, they replaced damaged tank tracks, welded patches on the
armor, and repaired engines. These combat supporters dragged tanks that were beyond repair to the
rear and stripped them for parts. The Germans just left theirs in place.

Army Leadership 4-11



Direct Leadership Skills

I felt we had to get back to the basic soldier
skills. The basics of setting up a training
schedule for every soldier every day. We had to
execute the standard field disciplines, such as
NCOs checking weapons cleanliness and
ensuring soldiers practiced personal hygiene
daily. Our job is to go out there and kill the
enemy. In order to do that, as Fehrenbach writes
in [his study of the Korean Conflict entitled]
This Kind of War, we have to have disciplined
teams; discipline brings pride to the unit.
Discipline coupled with tough, realistic training
is the key to high morale in units. Soldiers want
to belong to good outfits, and our job as leaders
is to give them the best outfit we can.

A Company Commander, Desert Storm

4-46. This company commander is talking
about two levels of skill. First is the individual
level: soldiers are trained with their equipment
and know how to do their jobs. Next is the col-
lective level: leaders take these trained indi-
viduals and form them into teams. The result: a
whole greater than the sum of its parts, a team
that's more than just a collection of trained in-
dividuals, an organization that's capable of
much more than anyone of its elements. (FM
25-101 discusses how to integrate individual,
collective, and leader training).

TACTICAL SKllLS

Man is and always will be the supreme element in combat, and upon the skill, the courage and
endurance, and the fighting heart of the individual soldier the issue will ultimately depend.

General Matthew B. Ridgway
Former Army Chief of Staff

THE LEADER
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~
~

to Achieve Excellence

Figure 4-4. Direct Leader Skills-Tactical

4-12

DOCTRINE

4-47. Tactics is the art and science of employ-
ing available means to win battles and engage-
ments. The science of tactics encompasses
capabilities, techniques, and procedures that
can be codified. The art of tactics includes the
creative and flexible array of means to accom-
plish assigned missions, decision making when
faced with an intelligent enemy, and the effects
of combat on soldiers. Together, FM 100-34,
FM 100-40, and branch-specific doctrinal
manuals capture the tactical skills that are es-
sential to mastering both the science and the
art of tactics. Figure 4-4 highlights direct leader
tactical skills.

FIELDCRAFT

4-48. Fieldcraft consists of the skills soldiers
need to sustain themselves in the field. Profici-
ency in fieldcraft reduces the likelihood sol-
diers will become casualties. The requirement
to be able to do one's job in a field environment
distinguishes the soldier's profession from
most civilian occupations. Likewise, the

FM 22-100



Tactical Skills

requirement that Army leaders make sure
their soldiers take care of themselves and pro-
vide them with the means to do so is unique.

4-49. The Soldier's Manual of Common Tasks
lists the individual skills all soldiers must
master to operate effectively in the field. Those
skills include everything from how to stay
healthy, to how to pitch a tent, to how to run a
heater. Some military occupational specialties
(MOS) require proficiency in additional
fieldcraft skills. Soldier's Manuals for these
MOS list them.

4-50. Army leaders gain proficiency in fieldcraft
through schooling, study, and practice. Once
learned, few fieldcraft skills are difficult. How-
ever, they are easy to neglect during exercises,
when everyone knows that the exercise will end
at a specific time, sick and injured soldiers are
always evacuated, and the adversary isn't using
real ammunition. During peacetime, it's up to
Army leaders to enforce tactical discipline, to
make sure their soldiers practice the fieldcraft
skills that will keep them from becoming casu-
alties-battle or nonbattle-during operations.

TACTICAL SKILLS AND TRAINING

4-51. Direct leaders are the Army's primary tac-
tical trainers, both for individuals and for
teams. Practicing tactical skills is often chal-
lenging. The best way to improve individual
and collective skills is to replicate operational
conditions. Unfortunately, Army leaders can't

always get the whole unit out in the field to
practice maneuvers, so they make do with
training parts of it separately. Sometimes they
can't get the people, the time, and the money all
together at the right time and the right place to
train the entire team. There are always train-
ing distracters. There will always be a hundred
excuses not to train together and one reason
why such training must occur: units fight as
they train. (FM 25-100 and FM 25-101 discuss
training principles and techniques.)

4-52. Unfortunately, the Army has been caught
unprepared for war more than once. In July
1950, American troops who had been on occu-
pation duty in Japan were thrown into combat
when North Korean forces invaded South Ko-
rea. Ill-trained, ill-equipped, and out of shape,
they went into action and were overrun. How-
ever, that same conflict provides another exam-
ple of how well things can go when a direct
leader has tactical skill, the ability to pull peo-
ple and things together into a team. Near the
end of November 1950, American forces were
chasing the remnants of the broken North Ko-
rean People's Army into the remote northern
corners of the Korean Peninsula. Two Ameri-
can units pushed all the way to the Yalu River,
which forms the boundary between North Ko-
rea and the People's Republic of China. One
was the 17th Infantry Regiment. The other was
a task force commanded by a 24-year-old first
lieutenant named Joseph Kingston.

Task Force Kingston

1LT Joseph Kingston, a boyish-looking platoon leader in K Company, 3d Battalion, 32d Infantry,
was the lead element for his battalion's move northward. The terrain was mountainous, the weather
bitterly cold-the temperature often below zero-and the cornered enemy still dangerous. 1LT
Kingston inched his way forward, with the battalion adding elements to his force. He had antiaircraft
jeeps mounted with quad .50 caliber machine guns, a tank, a squad (later a platoon) of engineers, and
an artillery forward observer. Some of these attachments were commanded by lieutenants who
outranked him, as did a captain who was the tactical air controller. But 1LT Kingston remained in
command, and battalion headquarters began referring to Task Force Kingston.

Bogged down in Yongsong-ni with casualties mounting, Task Force Kingston received
reinforcements that brought the number of men to nearly 300. Despite tough fighting, the force
continued to move northward. 1LT Kingston's battalion commander wanted him to remain in
command, even though they sent several more officers who outranked 1LT Kingston. One of the
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Task Force Kingston (continued)

attached units was a rifle company, commanded by a captain. But the arrangement worked, mostly
because 1LT Kingston himself was an able leader. Hit while leading an assault on one enemy
stronghold, he managed to toss a grenade just as a North Korean soldier shot him in the head. His
helmet, badly grazed, saved his life. His personal courage inspired his men and the soldiers from the
widely varied units who were under his control. Task Force Kingston was commanded by the soldier
who showed, by courage and personal example, that he could handle the job.

4-53. lLT Kingston made the task force work
by applying skills at a level of responsibility far
above what was normal for a soldier of his rank
and experience. He knew how to shoot, move,
and communicate. He knew the fundamentals
of his profession. He employed the weapons
under his command and controlled a rather

unwieldy collection of combat assets. He
understood small-unit tactics and applied his
reasoning skills to make decisions. He fostered
a sense of teamwork, even in this collection of
units that had never trained together. Finally,
he set the example with personal courage.

SUMMARY

4-54. Direct leadership is face-to-face, first-line
leadership. It takes place in organizations
where subordinates are used to seeing their
leaders all the time: teams, squads, sections,
platoons, companies, and battalions. To be ef-
fective, direct leaders must master many inter-
personal, conceptual, technical, and tactical
skills.

4-55. Direct leaders are first-line leaders. They
apply the conceptual skills of critical reasoning
and creative thinking to determine the best way
to accomplish the mission. They use ethical rea-
soning to make sure their choice is the right
thing to do, and they use reflective thinking to
assess and improve team performance, their
subordinates, and themselves. They employ the
interpersonal skills of communicating and su-
pervising to get the job done. They develop their
people by mentoring and counseling and mold

them into cohesive teams by training them to
standard.

4-56. Direct leaders are the Army's technical
experts and best teachers. Both their bosses
and their people expect them to know their
equipment and be experts in all the applicable
technical skills. On top of that, direct leaders
combine those skills with the tactical skills of
doctrine, fieldcraft, and training to accomplish
tactical missions.

4-57. Direct leaders use their competence to
foster discipline in their units and to develop
soldiers and DA civilians of character. They use
their mastery of equipment and doctrine to
train their subordinates to standard. They
create and sustain teams with the skill, trust,
and confidence to succeed-in peace and war.
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Chapter 5

Direct Leadership Actions

5-1. Preparing to be a leader doesn't get the job
done; the test of your character and competence
comes when you act, when you DO those things
required of a leader.

5-2. The three broad leader actions that Chap-
ters 1 and 2 introduced-influencing, operat-
ing, and improving-contain other activities.
As with the skills and attributes discussed pre-
viously, none of these exist alone. Most of what
you do as a leader is a mix of these actions. This
manual talks about them individually to ex-
plain them more clearly; in practice they're of-
ten too closely connected to sort out.

5-3. Remember that your actions say more
about what kind of leader you are than
anything else. Your people watch you all the
time; you're always on duty. And if there's a
disconnect between what you say and how you
act, they'll make up their minds about
you-and act accordingly-based on how you
act. It's not good enough to talk the talk; you
have to walk the walk.

The most important influence you
have on your people is the example
you set.

INFLUENCING ACTIONS

C@.I'

to Achieve Excellence

Loyalty
Duty
Respect . Communicating
Selfless Servi . DecisionMaking
Honor

I
. Motivating

Integrity
Personal Coura"

Mental

Influencing

Operating
Improving

Figure 5-1. Direct Leader Actions-Influencing
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5-4. Leadership is both art and science. It re-
quires constant study, hard work, and frequent
practice. Since you're dealing with people and
their emotions, dreams, and fears, it also calls
for imagination and a positive, upbeat ap-
proach.

5-5. Effective leaders act competently and con-
fidently. Your attitude sets the tone for the en-
tire unit, and you choose your attitude-day to
day, task to task, even minute to minute. Re-
member that optimism, a positive outlook, and
a sense of humor are infectious. This is espe-
cially true when you must make unpopular
decisions and face the challenge of bringing the
team on board.

INFLUENCING ACTIONS 5-1

OPERATING ACTIONS 5-8

IMPROVING ACTIONS 5-13

SUM MARY .5-27
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5-6. Figure 5-1 shows that influencing consists
of communicating, decision making and
motivating. As a leader, you should be asking
several questions: What's happening? What
should be happening but isn't? Why are these
things happening? Then ask yourself: How can I
get this team moving toward the goal? (Appendix
B lists leader performance indicators).

COMMUNICATING

You must talk to your soldiers...I don't just
mean in formation or groups, but one-on-one.
Take time (at least 15 to 30 minutes a day) to
really talk to a soldier, one soldier a day.

Command Sergeant Major Daniel E. Wright

5-7. Leaders keep their subordinates informed
because doing so shows trust, because sharing
information can relieve stress, and because in-
formation allows subordinates to determine
what they need to do to accomplish the mission
when circumstances change. By informing
them of a decision-and, as much as possible,
the reasons for it-you show your subordinates
they're important members of the team. Accu-
rate information also relieves unnecessary
stress and helps keep rumors under control.
(Without an explanation for what's happening,
your people will manufacture one-or sev-
eral-of their own.) Finally, if something
should happen to you, the next leader in the
chain will be better prepared to take over and
accomplish the mission if everyone knows
what's going on. Subordinates must under-
stand your intent. In a tactical setting, leaders
must understand the intent of their command-
ers two levels up.

5-8. In other situations, leaders use a variety of
means to keep people informed, from face-to-
face talks to published memos and family news-
letters. No matter what the method, keep two
things in mind:

. As a leader, you are responsible for making
sure your subordinates understand you.

. Communication isn't limited to your imme-
diate superiors and subordinates.

5-9. The success or failure of any commu-
nication is the responsibility of the leader. If it

5-2

appears your subordinates don't understand,
check to make sure you've made yourself clear.
In fact, even if you think your people under-
stand, check anyway; ask for a back-brief.

5-10. Don't assume that communication
begins or ends at the next level up or the next
level down. If you're a team leader, listen care-
fully to what your supervisors, platoon ser-
geants, platoon leaders, and company com-
manders say. If you're a platoon sergeant, pass
the word through your squad leaders or section
chiefs, but also watch and listen to the troops to
see if the information has made it all the way to
where it needs to go. Listen carefully at least
two levels up and two levels down.

5-11. In combat, subordinates may be out of
contact with their leaders. Sometimes the
plan falls apart because of something
unexpected-weather, terrain, enemy action.
Sometimes the leader may be killed or
wounded. In those situations, subordinates
who know the overall purpose of the mission
and the commander's intent have the basic
information they need to carryon. And if the
leader has established a climate of trust, if
the leader has trained the subordinate lead-
ers in how and why decisions are made, one of
these subordinates is more likely to step up
and take charge.

5-12. To prepare your subordinates for such
circumstances, create training situations where
they must act on their own with a minimum of
guidance-or with no guidance except a clear
understanding of the purpose. Follow up these
training situations with AARs so that subordi-
nates learn what they did well, what they could
have done better, and they should do differently
next time.

5-13. Communicating also goes on from bottom
to top. Leaders find out what their people are
thinking, saying, and doing by using that most
important communication tool: listening. By
listening carefully, you can even hear those
messages behind what a person is actually say-
ing, the equivalent of reading between the lines.
Practice "leadership by walking around." Get
out and coach, listen, teach, and clarify; pass on
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what you learn to your superiors. They need to
know what's going on to make good plans.

DECISION MAKING

A good leader must sometimes be stubborn.
Armed with the courage of his convictions, he
must often fight to defend them. When he has
come to a decision after thorough analysis-and
when he is sure he is right-he must stick to it
even to the point of stubbornness.

General of the Army, Omar N. Bradley
Address to the US Army Command and

General Staff College, May 1967

5-14. A problem is an existing condition or
situation in which what you want to happen is
different from what actually is happening.
Decision making is the process that begins to
change that situation. Thus, decision making is
knowing whether to decide, then when and
what to decide. It includes understanding the
consequences of your decisions.

5-15. Army leaders usually follow one of two
decision-making processes. Leaders at company
level and below follow the troop leading proce-
dures (TLP). The TLP are designed to support
solving tactical problems. Leaders at battalion
level and above follow the military decision
making process (MDMP). The MDMP, which
FM 101-5 discusses, is designed for organiza-
tions with staffs. These established and proven
methodologies combine elements of the plan-
ning operating action to save time and achieve
parallel decision making and planning. Both
follow the problem solving steps discussed
below.

5-16. Every once in a while, you may come
across a decision that's easy to make: yes or no,
right or left, on or off. As you gain experience as
a leader, some of the decisions you find difficult
now will become easier. But there will always
be difficult decisions that require imagination,
that require rigorous thinking and analysis, or
that require you to factor in your gut reaction.
Those are the tough decisions, the ones you're
getting paid to make. As an experienced first
sergeant once said to a brand new company
commander, "We get paid the big bucks to

Army Leadership

make the hard calls." The next several para-
graphs explain the steps you should use to solve
a problem; then you'll read about other factors
that affect how you make those hard calls and
the importance of setting priorities.

Problem Solving Steps

5-17. Identify the problem. Don't be dis-
tracted by the symptoms of the problem; get at
its root cause. There may be more than one
thing contributing to a problem, and you may
run into a case where there are lots of con-
tributing factors but no real "smoking gun."
The issue you choose to address as the root
cause becomes the mission (or restated mission
for tactical problems). The mission must in-
clude a simple statement of who, what, when,
where, and why. In addition, it should include
your end state, how you want things to look
when the mission is complete.

5-18. Identify facts and assumptions. Get
whatever facts you can in the time you have.
Facts are statements of what you know about
the situation. Assumptions are statements of
what you believe about the situation but don't
have facts to support. Make only assumptions
that are likely to be true and essential to gener-
ate alternatives. Some of the many sources of
facts include regulations, policies, and doctrinal
publications. Your organization's mission,
goals, and objectives may also be a source.
Sources of assumptions can be personal experi-
ences, members of the organization, subject
matter experts, or written observations. Ana-
lyze the facts and assumptions you identify to
determine the scope of the problem. (FM 101-5
contains more information on facts and as-
sumptions.)

5-19. Generate alternatives. Alternatives
are ways to solve the problem. Develop more
than one possible alternative. Don't be satisfied
with the first thing that comes into your mind.
That's lazy thinking; the third or fourth or
twentieth alternative you come up with might
be the best one. If you have time and ex-
perienced subordinates, include them in this
step.
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5-20. Analyze the alternatives. Identify
intended and unintended consequences, re-
source or other constraints, and the advantages
and disadvantages of each alternative. Be sure to
consider all your alternatives. Don't prejudge the
situation by favoring any one alternative over the
others.

5-21. Compare the alternatives. Evaluate
each alternative for its probability of success
and its cost. Think past the immediate future.
How will this decision change things tomorrow?
Next week? Next year?

5-22. Make and execute your decision.
Prepare a leader's plan of action, if necessary,
and put it in motion. (Planning, an operating
action, is covered later in this chapter. Appen-
dix C discusses plans of action as part of
developmental counseling. Appendix D con-
tains an example of a leader's plan of action.)

5-23. Assess the results. Check constantly to
see how the execution of your plan of action is
going. Keep track of what happens. Adjust your
plan, if necessary. Learn from the experience so
you'll be better equipped next time. Follow up
on results and make further adjustments as re-
quired.

Factors to Consider

5-24. All of this looks great on paper; and it's
easy to talk about when things are calm, when
there's plenty of time. But even when there
isn't a great deal of time, you'll come up with
the best solution if you follow this process to the
extent that time allows.

5-25. Even following these steps, you may find
that with some decisions you need to take into
account your knowledge, your intuition, and
your best judgment. Intuition tells you what
feels right; it comes from accumulated ex-
perience, often referred to as "gut feeling."
However, don't be fooled into relying only on
intuition, even if it has worked in the past. A
leader who says "Hey, Ijust do what feels right"

may be hiding a lack of competence or may just
be too lazy to do the homework needed to make
a reasoned, thought-out decision. Don't let that
be you. Use your experience, listen to your in-
stincts, but do your research as well. Get the
facts and generate alternatives. Analyze and
compare as many as time allows. Then make
your decision and act.

5-26. Remember also that any decision you
make must reflect Army values. Chapter 4 dis-
cusses ethical reasoning. Its steps match the
problem solving steps outlined here. Most prob-
lems are not ethical problems, but many have
ethical aspects. Taking leave for example, is a
right soldiers and DA civilians enjoy, but lead-
ers must balance mission requirements with
their people's desires and their own. Reconcil-
ing such issues may require ethical reasoning.
As a leader, your superiors and your people ex-
pect you to take ethical aspects into account
and make decisions that are right as well as
good.

Setting Priorities

5-27. Decisions are not often narrowly defined,
as in "Do I choose A or B?" Leaders make deci-
sions when they establish priorities and deter-
mine what's important, when they supervise,
when they choose someone for ajob, when they
train.

5-28. As a leader, you must also set priorities. If
you give your subordinates a list of things to do
and say "They're all important," you may be
trying to say something about urgency. But the
message you actually send is "I can't decide
which of these are most important, so I'll just
lean on you and see what happens."

5-29. Sometimes all courses of action may
appear equally good (or equally bad) and that
any decision will be equally right (or equally
wrong). Situations like that may tempt you to
sit on the fence, to make no decision and let
things work themselves out. Occasionally that
may be appropriate; remember that decision
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making involves judgment, knowing whether to
decide. More often, things left to themselves go
from bad to worse. In such situations, the deci-
sion you make may be less important than sim-
ply deciding to do something. Leaders must

have the personal courage to say which tasks
are more important than others. In the absence
of a clear priority, you must set one; not every-
thing can be a top priority, and you can't make
progress without making decisions.

Solving a Training Problem

A rifle platoon gets a new platoon leader and a new platoon sergeant within days of a poor
showing in the division's military operations on urbanized terrain (MOUT) exercise. The new leaders
assume the platoon's poor showing is a problem. Feedback from the evaluators is general and vague.
The platoon's squad and fire team leaders are angry and not much help in assessing what went
wrong, so the new leaders begin investigating. In their fact-finding step they identify the following
facts: (1) The soldiers are out of shape and unable to complete some of the physical tasks. (2) The fire
team leaders don't know MOUT tactics, and some of the squad leaders are also weak. (3) Third
Squad performed well, but didn't help the other squads. (4) The soldiers didn't have the right
equipment at the training site.

Pushing a bit further to get at the root causes of these problems, the new leaders uncover the
following: (1) Platoon PT emphasizes preparation for the APFT only. (2) Third Squad's leaders know
MOUT techniques, and had even developed simple drills to help their soldiers learn, but because of
unhealthy competition encouraged by the previous leaders, Third Squad didn't share the knowledge.
(3) The company supply sergeant has the equipment the soldiers needed, but because the platoon
had lost some equipment on the last field exercise, the supply sergeant didn't let the platoon sign out
the equipment.

The new platoon leader and platoon sergeant set a goal of successfully meeting the exercise
standard in two months. To generate alternatives, they meet with the squad leaders and ask for
suggestions to improve training. They use all their available resources to develop solutions. Among
the things suggested was to shuffle some of the team leaders to break up Third Squad's clique and
spread some of the tactical knowledge around. When squad leaders complained, the platoon
sergeant emphasized that they must think as a platoon, not just a collection of squads.

The platoon sergeant talks to the supply sergeant, who tells him the platoon's previous leadership
had been lax about property accountability. Furthermore, the previous leaders didn't want to bother
keeping track of equipment, so they often left it in garrison. The platoon sergeant teaches his squad
leaders how to keep track of equipment and says that, in the future, soldiers who lose equipment will
pay for it: "We wouldn't leave our stuff behind in war, so we're not going to do it in training."

Building on Third Squad's experience, the platoon leader works with the squad and fire team
leaders to come up with some simple drills for the platoon's missions. He takes the leaders to the field
and practices the drills with them so they'll be able to train their soldiers to the new standard.

The platoon sergeant also goes to the brigade's fitness trainers and, with their help, develops a
PT program that emphasizes skills the soldiers need for their combat tasks. The new program
includes rope climbing, running with weapons and equipment, and road marches. Finally, the leaders
monitor how their plan is working. A few weeks before going through the course again, they decide to
eliminate one of the battle drills because the squad leaders suggested that it wasn't necessary after
all.

5-30. The platoon leader and platoon sergeant
followed the problem solving steps you just read
about. Given a problem (poor performance),

they identified the facts surrounding it (poor
PT practices, poor property accountability, and
unhealthy competition), developed a plan of
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action, and executed it. Where appropriate,
they analyzed and compared different alterna-
tives (Third Squad's drills). They included their
subordinates in the process, but had the moral
courage to make unpopular decisions (breaking
up the Third Squad clique). Will the platoon do
better the next time out? Probably, but before
then the new leaders will have to assess the re-
sults of their actions to make sure they're ac-
complishing what the leaders want. There may
be other aspects of this problem that were not
apparent at first. And following this or any pro-
cess doesn't guarantee success. The process is
only a framework that helps you make a plan
and act. Success depends on your ability to ap-
ply your attributes and skills to influencing and
operating actions.

5-31. Army leaders also make decisions when
they evaluate subordinates, whether it's with a
counseling statement, an evaluation report, or
even on-the-spot encouragement. At an in-ranks
inspection, a new squad leader takes a second
look at a soldier's haircut-or lack of one. The
squad leader's first reaction may be to ask, "Did
you get your haircut lately?" But that avoids the
problem. The soldier's haircut is either to stan-
dard or not-the NCO must decide. The squad
leader either says-without apologizing or danc-
ing around the subject-"Y ou need a haircut" or
else says nothing. Either way, the decision com-
municates the leader's standard. Looking a sub-
ordinate in the eye and making a necessary
correction is a direct leader hallmark.

MOTIVATING

A unit with a high esprit de corps can
accomplish its mission in spite of seemingly
insurmountable odds.

FM 22-10, 1951

5-32. Recall from Chapter 1 that motivation in-
volves using word and example to give your sub-
ordinates the will to accomplish the mission.
Motivation grows out of people's confidence in
themselves, their unit, and their leaders. This
confidence is born in hard, realistic training;
it's nurtured by constant reinforcement and
through the kind of leadership-consistent,
hard, and fair-that promotes trust. Remember
that trust, like loyalty, is a gift your soldiers
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give you only when you demonstrate that you
deserve it. Motivation also springs from the
person's faith in the larger mission of the or-
ganization-a sense of being a part of the big
picture.

Empowering People

5-33. People want to be recognized for the work
they do and want to be empowered. You em-
power subordinates when you train them to do
a job, give them the necessary resources and
authority, get out of their way, and let them
work. Not only is this a tremendous statement
of the trust you have in your subordinates; it's
one of the best ways to develop them as leaders.
Coach and counsel them, both when they suc-
ceed and when they fail.

Positive Reinforcement

5-34. Part of empowering subordinates is find-
ing out their needs. Talk to your people: find
out what's important to them, what they want
to accomplish, what their personal goals are.
Give them feedback that lets them know how
they're doing. Listen carefully so that you know
what they mean, not just what they say. Use
their feedback when it makes sense, and if you
change something in the organization because
of a subordinate's suggestion, let everyone
know where the good idea came from. Remem-
ber, there's no limit to the amount of good you
can do as long as you don't worry about who
gets the credit. Give the credit to those who de-
serve it and you'll be amazed at the results.

5-35. You recognize subordinates when you
give them credit for the work they do, from a
pat on the back to a formal award or decoration.
Don't underestimate the power of a few choice
words of praise when a person has done a good
job. Don't hesitate to give out awards-com-
mendations, letters, certificates-when appro-
priate. (Use good judgment, however. If you
give out a medal for every little thing, pretty
soon the award becomes meaningless. Give an
award for the wrong thing and you show you're
out of touch.) Napoleon marveled at the motiva-
tional power of properly awarded ribbons and
medals. He once said that if he had enough rib-
bon, he could rule the world.
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5-36. When using rewards, you have many
options. Here are some things to consider:

Consult the leadership chain for recommen-
dations.

Choose a reward valued by the person
receiving it, one that appeals to the indi-
vidual's personal pride. This may be a lo-
cally approved award that's more respected
than traditional DA awards.

Use the established system of awards (certi-
ficates, medals, letters of commendation,
driver and mechanic badges) when ap-
propriate. These are recognized throughout
the Army; when a soldier goes to a new unit,
the reward will still be valuable.

Present the award at an appropriate cere-
mony. Emphasize its importance. Let oth-
ers see how hard work is rewarded.

Give rewards promptly.

Praise only good work or honest effort. Giv-
ing praise too freely cheapens its effect.

Promote people who get the job done and
who influence others to do better work.
Recognize those who meet the standard and
improve their performance. A soldier who
works hard and raises his score on the
APFT deserves some recognition, even if
the soldier doesn't achieve the maximum
score. Not everyone can be soldier of the
quarter.

Negative Reinforcement

5-37. Of course, not everyone is going to
perform to standard. In fact, some will require
punishment. Using punishment to motivate a
person away from an undesirable behavior is ef-
fective, but can be tricky. Sound judgment must
guide you when administering punishment.
Consider these guidelines:

.

.

.

.

.

.

.

.

. Before you punish a subordinate, make sure
the subordinate understands the reason for
the punishment. In most-although not
all-cases, you'll want to try to change the
subordinate's behavior by counseling or
retraining before resulting to punishment.

Consult your leader or supervisor before
you punish a subordinate. They'll be aware
of policies you need to consider and may be

.
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able to assist you in changing the subordi-
nate's behavior.

. Avoid threatening a subordinate with pun-
ishment. Making a threat puts you in the
position of having to deliver on that threat.
In such a situation you may end up punish-
ing because you said you would rather than
because the behavior merits punishment.
This undermines your standing as a leader.

. Avoid mass punishment. Correctly identify
the problem, determine if an individual or
individuals are responsible, and use an
appropriate form of correction.

. With an open mind and without prejudging,
listen to the subordinate's side of the story.

. Let the subordinate know that it's the
behavior-not the individual-that is the
problem. "You let the team down" works;
"You're a loser" sends the wrong message.

. Since people tend to live up to their leader's
expectations, tell them, "I know you can do
better than that. I expect you to do better
than that."

. Punish those who are able but unwilling to
perform. Retrain a person who's unable to
complete a task.

. Respond immediately to undesirable behav-
ior. Investigate fully. Take prompt and pru-
dent corrective action in accordance with
established legal or regulatory procedures.

. Never humiliate a subordinate; avoid public
reprimand.

. Ensure the person knows exactly what be-
havior got the person in trouble.

. Make sure the punishment isn't excessive
or unreasonable. It's not only the severity of
punishment that keeps subordinates in line;
it's the certainty that they can't get away
with undesirable behavior.

. Control your temper and hold no grudges.
Don't let your personal feelings interfere;
whether you like or dislike someone has
nothing to do with good order and disci-
pline.

5-38. If you were surprised to find a discussion
of punishment under the section on mo-
tivation, consider this: good leaders are always
on the lookout for opportunities to develop
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OPERATING ACTIONS
PLANNING AND PREPARING

5-41. In peacetime training, in actual
operations, and especially in combat, your job
is to help your organization function
effectively-accomplish the mission-in an
environment that can be chaotic. That begins
with a well thought-out plan and thorough
preparation. A well-trained organization
with a sound plan is much better prepared
than one without a plan. Planning ahead re-
duces confusion, builds subordinates' confi-
dence in themselves and the organization,
and helps ensure success with a minimum of
wasted effort-or in combat, the minimum
number of casualties. (FM 101-5 discusses
the different types of plans.)

subordinates, even the ones who are being pun-
ished. Your people-even the ones who cause
you problems-are still the most important re-
source you have. When a vehicle is broken, you

;
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~
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Figure 5-2. Direct Leader
Actions-Operating

5-39. You're operating when you act to achieve
an immediate objective, when you're working
to get today'sjob done. Although FM 25-100 is
predominantly a training tool, its methodology
applies to a unit's overall operational effective-
ness. Because operating includes planning, pre-
paring, executing, and assessing (see Figure
5-2), you can use the FM 25-100 principles as a
model for operations other than training.
Sometimes these elements are part of a cycle;
other times they happen simultaneously.

5-40. You'll often find yourself influencing
after you've moved on to operating. In practice,
the nice, neat divisions in this manual are not
clear-cut; you often must handle multiple tasks
requiring different skills at the same time.
(Appendix B lists operating actions and some
indicators of effectiveness.)
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don't throw it out; you fix it. If one of your peo-
ple is performing poorly, don't just get rid of the
person; try to help fix the problem.

5-42. A plan is a proposal for executing a com-
mand decision or project. Planning begins with
a mission, specified or implied. A specified mis-
sion comes from your boss or from higher head-
quarters. An implied mission results when the
leader, who may be you, sees something within
his area of responsibility that needs to be done
and, on his own initiative, develops a leader
plan of action. (Remember that a problem ex-
ists when you're not satisfied with the way
things are or the direction they're heading.) Ei-
ther type of mission contains implied and speci-
fied tasks, actions that must be completed to
accomplish the mission. (FM 101-5 discusses
how the MDMP supports planning.)

Reverse Planning

5-43. When you begin with the goal in mind,
you often will use the reverse planning method.
Start with the question "Where do I want to
end up?" and work backward from there until
you reach "We are here right now."

5-44. Along the way, determine the basics of
what's required: who, what, when, where, and
why. You may also want to consider how to ac-
complish the task, although the "how" is
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usually not included in a mission to a subordi-
nate. As you plan, consider the amount of time
needed to coordinate and conduct each step.
For instance, a tank platoon sergeant whose
platoon has to spend part of a field exercise on
the firing range might have to arrange, among
other things, refueling at the range. No one ex-
plicitly said to refuel at the range, but the pla-
toon sergeant knows what needs to happen.
The platoon sergeant must think through the
steps from the last to the first: (1) when the re-
fueling must be complete, (2) how long the refu-
eling will take, (3) how long it takes the
refueling unit to get set up, and finally (4) when
the refueling vehicles should report to the
range.

5-45. After you have figured out what must
happen on the way to the goal, put the tasks in
sequence, set priorities, and determine a sched-
ule. Look at the steps in the order they will oc-
cur. Make sure events are in logical order and
you have allotted enough time for each one. As
always, a good leader asks for input from subor-
dinates when time allows. Getting input not
only acts as a check on the your plan (you may
have overlooked something), but also gets your
people involved; involvement builds trust, self-
confidence, and the will to succeed.

Preparing

5-46. While leaders plan, subordinates
prepare. Leaders can develop a plan while their
organization is preparing if they provide
advance notice of the task or mission and initial
guidance for preparation in a warning order.
(Warning orders are part of the TLP and
MDMP; however, any leader-uniformed or DA

civilian-can apply the principle of the warning
order by giving subordinates advance notice of
an impending requirement and how they'll be
expected to contribute to it. FM 101-5 discusses
warning orders.) Based on this guidance, subor-
dinates can draw ammunition, rehearse key ac-
tions, inspect equipment, conduct security
patrols, or begin movement while the leader
completes the plan. In the case of a nontactical
requirement, preparation may include making
sure the necessary facilities and other resources
are available to support it. In all cases, prepara-
tion includes coordinating with people and or-
ganizations that are involved or might be
affected by the operation or project. (TC 25-30
discusses preparing for company- and platoon-
level training).

5-47. Rehearsal is an important element of
preparation. Rehearsing key combat actions
lets subordinates see how things are supposed
to work and builds confidence in the plan for
both soldiers and leaders. Even a simple
walk-through helps them visualize who's
supposed to be where and do what when.
Mobilization exercises provide a similar
function for DA civilians and reserve
component soldiers: they provide a chance to
understand and rehearse mobilization and
deployment support functions. Execution goes
more smoothly because everyone has a mental
picture of what's supposed to happen.
Rehearsals help people remember their
responsibilities. They also help leaders see how
things might happen, what might go wrong,
how the plan needs to be changed, and what
things the leader didn't think of. (FM 101-5
contains an in-depth discussion of rehearsals.)

An Implied Mission and Leader Plan of Action

Not all missions originate with higher headquarters; sometimes the leader sees what's required
and, exercising initiative, develops a leader plan of action.

Suppose a platoon sergeant's soldiers had trouble meeting minimum weapons qualification
requirements. Since everyone qualified, no one has said to work on marksmanship. But the platoon
sergeant knows the platoon made it through range week on sheer luck. The leader develops a training
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An Implied Mission and Leader Plan of Action (continued)

plan to work on basic marksmanship, then goes to the platoon leader and presents it. Together the
two leaders figure out a way to make sure their soldiers get a chance to train, even with all the other
mission requirements. After they've talked it over, they bring in their subordinate leaders and involve
them in the planning process. The platoon sergeant keeps track of the progress and effectiveness of
the leader plan of action, making sure it accomplishes the intent and changing it when necessary.
Later, the platoon leader and platoon sergeant meet to assess the plan's results and to decide if
further action is required.

5-48. Leader plans of action can be used to rein-
force positive behavior, improve performance,
or even change an aspect of the organizational

climate. A leader plan of action may also be per-
sonal-as when the leader decides "I need to
improve my skills in this area."

r ......

Brief Solutions, Not Problems

Leaders develop their subordinates by requiring those subordinates to plan. A lieutenant, new to
the battalion staff, ran into a problem getting all the resources the unit was going to need for an
upcoming deployment. The officer studied the problem, talked to the people involved, checked his
facts, and generally did a thorough analysis-of which he was very proud. Then he marched into the
battalion executive officer's (XO's) office and laid it all out in a masterly fashion. The XO looked up
from his desk and said, "Great. What are you going to do about it?"

The lieutenant was back in a half-hour with three possible solutions he had worked out with his
NCOs. From that day on, the officer never presented a problem to any boss without offering some
solutions as well. The lieutenant learned a useful technique from the XO. He learned it so well he
began using it with his soldiers and became a better coach and mentor because of it.

\... ..I

5-49. No matter what your position is, part of
your duty is making your boss's job easier. Just
as you loyally provide resources and authority
for your subordinates to do their jobs, you leave
the boss free to do his. Ask only for decisions
that fall outside your scope of authority-not
those you want to avoid. Forward only prob-
lems you can't fix-not those whose solutions
are just difficult. Ask for advice from others
with more experience or seek clarification when
you don't understand what's required. Do all
that and exercise disciplined initiative within
your boss's intent. (Appendix A discusses dele-
gation of authority.)

EXECUTING

Soldiers do what they are told to do. It's
leadership that's the key. Young men and
women join the Army; if they're with competent,
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confident, capable leaders they turn into good
soldiers.

Sergeant Major of the Army Robert E. Hall

5-50. Executing means acting to accomplish
the mission, moving to achieve the leader's
goals as expressed in the leader's vision-to
standard and on time-while taking care of
your people.

5-51. Execution, the payoff, is based on all the
work that has gone before. But planning and
preparation alone can't guarantee success.
Things will go wrong. Large chunks of the plan
will go flying out the window. At times, it will
seem as if everything is working against you.
Then you must have the will to fight through,
keeping in mind your higher leaders' intent and
the mission's ultimate goal. You must adapt
and improvise.
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5-52. In a tactical setting, all leaders must
know the intent of commanders two levels up.
During execution, position yourself to best lead
your people, initiate and control the action, get
others to follow the plan, react to changes, keep
your people focused, and work the team to ac-
complish the goal to standard. A well-trained
organization accomplishes the mISSIOn, even
when things go wrong.

5-53. Finally, leaders ensure they and their
subordinate leaders are doing the right jobs.
This goes hand in hand with empowerment. A
company commander doesn't do a squad
leader's job. A division chief doesn't do a branch
chiefs job. A supervisor doesn't do a team
leader's job.

Maintaining Standards

5-54. The Army has established standards for
all military activities. Standards are formal, de-
tailed instructions that can be stated, meas-
ured, and achieved. They provide a
performance baseline to evaluate how well a
specific task has been executed. You must
know, communicate and enforce standards. Ex-
plain the ones that apply to your organization
and give your subordinate leaders the authority
to enforce them. Then hold your subordinates
responsible for achieving them.

5-55. Army leaders don't set the minimum
standards as goals. However, everything can't
be a number one priority. As an Army leader,
you must exercise judgment concerning which
tasks are most important. Organizations are re-
quired to perform many tasks that are not
mission-related. While some of these are ex-
tremely important, others require only a mini-
mum effort. Striving for excellence in every
area, regardless of how trivial, quickly works an
organization to death. On the other hand, the
fact that a task isn't a first priority doesn't ex-
cuse a sloppy performance. Professional sol-
diers accomplish all tasks to standard.
Competent leaders make sure the standard fits
the task's importance.

Setting Goals

5-56. The leader's ultimate goal-your
ultimate goal-is to train the organization to
succeed in its wartime mission. Your daily work

Army Leadership

includes setting intermediate goals to get the
organization ready. Involve your subordinates
in goal setting. This kind of cooperation fosters
trust and makes the best use of subordinates'
talents. When developing goals, consider these
points:

. Goals must be realistic, challenging, and at-
tainable.

Goals should lead to improved combat
readiness.

Subordinates ought to be involved in the
goal setting.

Leaders develop a plan of action to achieve
each goal.

.

.

.

ASSESSING

Schools and their training offer better ways to
do things, but only through experience are we
able to capitalize on this learning. The process of
profiting from mistakes becomes a milestone in
learning to become a more efficient soldier.

Former Sergeant Major of the Army
William G. Bainbridge

5-57. Setting goals and maintaining standards
are central to assessing mission accom-
plishment. Whenever you talk about accom-
plishing the mission, always include the phrase
"to standard." When you set goals for your
subordinates, make sure they know what the
standards are. To use a simple example, the
goal might be "All unit members will pass the
APFT." The APFT standard tells you, for each
exercise, how many repetitions are required in
how much time, as well as describing a proper
way to do the exercise.

5-58. Also central to assessing is spot checking.
Army leaders check things: people, perform-
ance, equipment, resources. They check things
to ensure the organization is meeting standards
and moving toward the goals the leader has es-
tablished. Look closely; do it early and often; do
it both before and after the fact. Praise good
performance and figure out how to fix poor per-
formance. Watch good first sergeants or com-
mand sergeants major as they go through the
mess line at the organizational dining facility.
They pick up the silverware and run their fin-
gers over it-almost unconsciously-checking
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for cleanliness. Good leaders supervise, inspect,
and correct their subordinates. They don't
waste time; they're always on duty.

5-59. Some assessments you make yourself.
For others, you may want to involve sub-
ordinates. Involving subordinates in assess-
ments and obtaining straightforward feedback
from them become more important as your
span of authority increases. Two techniques
that involve your subordinates in assessing are
in-process reviews (IPRs) and after-action
reviews (AARs).

In-Process Reviews

5-60. Successful assessment begins with form-
ing a picture of the organization's performance
early. Anticipate which areas the organization
might have trouble in; that way you know
which areas to watch closely. Once the organi-
zation begins the mission, use IPRs to evaluate
performance and give feedback. Think of an
IPR as a checkpoint on the way to mission
accomplishment.

5-61. Say you tell your driver to take you to di-
vision headquarters. If you recognize the land-
marks, you decide your driver knows the way
and probably say nothing. If you don't recog-
nize the landmarks, you might ask where you
are. And if you determine that the driver is lost
or has made a wrong turn, you give instructions
to get back to where you need to be. In more
complex missions, IPRs give leaders and subor-
dinates a chance to talk about what's going on.
They can catch problems early and take steps to
correct or avoid them.

After-Action Reviews

5-62. AARs fill a similar role at the end of the
mission. Army leaders use AARs as oppor-
tunities to develop subordinates. During an
AAR, give subordinates a chance to talk about
how they saw things. Teach them how to look
past a problem's symptoms to its root cause.
Teach them how to give constructive, useful
feedback. ("Here's what we did well; here's
what we can do better.") When subordinates
share in identifying reasons for success and fail-
ure, they become owners of a stake in how
things get done. AARs also give you a chance to
hear what's on your subordinates' minds-and
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good leaders listen closely. (FM 25-101 and TC
25-20 discuss how to prepare, conduct, and fol-
low up after AARs.)

5-63. Leaders base reviews on accurate
observations and correct recording of those ob-
servations. If you're evaluating a ten-day field
exercise, take good notes because you won't re-
member everything. Look at things in a system-
atic way; get out and see things firsthand. Don't
neglect tasks that call for subjective judgment:
evaluate unit cohesion, discipline, and morale.
(FM 25-100 and FM 25-101 discuss training as-
sessment.)

Initial Leader Assessments

5-64. Leaders often conduct an initial
assessment before they take over a new posi-
tion. How competent are your new subordi-
nates? What's expected of you in your new job?
Watch how people operate; this will give you
clues about the organizational climate.
(Remember SSG Withers and the vehicle in-
spection in Chapter 3?) Review the organiza-
tion's SOP and any regulations that apply.
Meet with the outgoing leader and listen to his
assessment. (But don't take it as the absolute
truth; everyone sees things through filters.) Re-
view status reports and recent inspection re-
sults. Identify the key people outside the
organization whose help you'll need to be
successful. However, remember that your ini-
tial impression may be off-base. Mter you've
been in the position for a while, take the neces-
sary time to make an in-depth assessment.

5-65. And in the midst of all this checking and
rechecking, don't forget to take a look at
yourself. What kind of leader are you? Do you
oversupervise? Undersupervise? How can you
improve? What's your plan for working on your
weak areas? What's the best way to make use of
your strengths? Get feedback on yourself from
as many sources as possible: your boss, your
peers, even your subordinates. As Chapter 1
said in the discussion of character, make sure
your own house is in order.

Assessment of Subordinates

5-66. Good leaders provide straightforward
feedback to subordinates. Tell them where you
see their strengths; let them know where they
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can improve. Have them come up with a plan of
action for self-improvement; offer your help.
Leader assessment should be a positive experi-
ence that your subordinates see as a chance for
them to improve. They should see it as an op-
portunity to tap into your experience and
knowledge for their benefit.

5-67. To assess your subordinate leaders, you
must-

. Observe and record leadership actions. Fig-
ure 1-1 is a handy guide for organizing your
thoughts.

Compare what you see to the performance in-
dicators in Appendix B or the appropriate ref-
erence.

Determine if the performance meets,
exceeds, or falls below standard.

Tell your subordinates what you saw; give
them a chance to assess themselves.

.

.

.

. Help your subordinate develop a plan of ac-
tion to improve performance.

Leader Assessments and Plans of Action

5-68. Leader assessment won't help anyone
improve unless it includes a plan of action
designed to correct weaknesses and sustain
strengths. Not only that, you and the sub-
ordinate must use the plan; it doesn't do any-
one any good if you stick it in a drawer or file
cabinet and never think about it again. Here is
what you must do:

. Design the plan of action together; let your
subordinate take the lead as much as possi-
ble.

. Agree on the actions necessary to improve
leader performance; your subordinate must
buy into this plan if it's going to work.

. Review the plan frequently, check progress,
and change the plan if necessary.

(Appendix C discusses the relationship between
a leader plan of action and developmental
counseling.)

IMPROVING ACTIONS

How can you know if you've made a difference? Sometimes-rarely-the results are instant.
Usually it takes much longer. You may see a soldier again as a seasoned NCO; you may get a
call or a letter or see a name in the Army Times. In most cases, you will never be sure how well
you succeeded, but don't let that stop you.

5-69. Improving actions are things leaders do to
leave their organizations better than they
found them. Improving actions fall into the
categories highlighted in Figure 5-3: de-
veloping, building, and learning.

5-70. Developing refers to people: you improve
your organization and the Army as an institu-
tion when you develop your subordinates.

5-71. Building refers to team building: as a di-
rect leader, you improve your organization by
building strong, cohesive teams that perform to
standard, even in your absence.

Command Sergeant MajorJohn D. Woodyard, 1993

5-72. Learning refers to you, your subordinates,
and your organization as a whole. As a leader,
you must model self-development for your peo-
ple; you must constantly be learning. In addi-
tion, you must also encourage your subordinates
to learn and reward their self-development ef-
forts. Finally, you must establish an organiza-
tional climate that rewards collective learning
and act to ensure your organization learns from
its experiences.
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Figure 5-3. Direct Leader Actions
-Improving

DEVELOPING

I've reminded many NCOs that they wouldn't be
where they are today if someone hadn't given
them a little extra time. I know I wouldn't be
where I am.

Former Sergeant Major of the Army Glenn E. Morrell

5-73. In the Army, developing means develop-
ing people. Your subordinates are the leaders of
tomorrow's Army. You have a responsibility to
train them, to be the kind ofleader they deserve
so that they'll see how leading is done. It's your
duty to invest the time and energy it takes to
help them reach their fullest potential. The
driving principle behind Army leader develop-
ment is that leaders must be prepared before
assuming leadership positions; they must be
competent and confident in their abilities. This
principle applies to all ranks and levels, to sol-
diers and DA civilians, and to both the active
and reserve components.

5-74. As Figure 5-4 shows, a trained and ready
Army rests on effective leader development. In
turn, leader development rests on a foundation
of training and education, expectations and
standards, and values and ethics. This founda-
tion supports the three leader development
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pillars: institutional training (schooling), op-
erational assignments, and self-development.
(DA Pam 350-58 discusses Army leader de-
velopment.)

Institutional Training

5-75. The Army school system provides formal
education and training for job-related and lead-
ership skills. The American public education
system is progressive; that is, children attend
primary school before middle school or junior
high and then go on to high school. Likewise,
the Army school system is progressive. The
main difference is that you can expect to go out
and use your skills in an assignment before be-
ing considered for the next level of schooling.
Institutional training is critical in developing
leaders and preparing them for increased posi-
tions of responsibility throughout the Army.

LEADER
DEVELOPMENT

TRAINED & READY

INST UTIONAL

Figure 5-4. Leader Development

Operational Assignments

5-76. When you take what you've learned in
school into the field Army, you continue to
learn through on-the-job experience and by
watching your leaders, peers, and sub-
ordinates. Operational assignments provide op-
portunities to broaden your knowledge and re-
fine skills you gain during institutional
training and previous assignments. You gain
and expand your experience base by perform-
ing a wide range of duties and tasks under a va-
riety of frequently changing conditions and
situations. Operational assignments provide a
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powerful resource for leader development-an
opportunity to learn by doing.

Self-Development

5-77. Self-development is a process you should
use to enhance previously acquired skills,
knowledge, and experience. Its goal is to
increase your readiness and potential for posi-
tions of greater responsibility. Effective self-
development focuses on aspects of your charac-
ter, knowledge, and capabilities that you be-
lieve need developing or improving. You can use
the dimensions of the Army leadership frame-
work to help you determine what areas to work
on. Self-development is continuous: it takes
place during institutional training and opera-
tional assignments.

5-78. Self-development is ajoint effort involving
you, your first-line leader, and your commander.
Commanders establish and monitor self-
development programs for their organizations.
You and your first-line leader together establish
goals to meet your individual needs and plan the
actions you must take to meet them. You do this
as part of developmental counseling, which is
discussed below and in Appendix C. Finally, you
must execute your plan of action. If you have sub-
ordinates, you monitor how well they're acting
on their plans of action. You can't execute their
plans for them, but you can give them advice,
encouragement, and-when necessary and mis-
sion permits-time.

5-79. Self-development for junior personnel is
very structured and generally narrow in focus.
The focus broadens as individuals learn their
strengths and weaknesses, determine their in-
dividual needs, and become more independent.
Everyone's knowledge and perspective in-
creases with age, experience, institutional
training, and operational assignments. Specific,
goal-oriented self-development actions can ac-
celerate and broaden a person's skills and
knowledge. As a member of the Army, you're
obligated to develop your abilities to the great-
est extent possible. As an Army leader, you're
responsible to assist your subordinates in their
self-development.

5-80. Civilian and military education is part of
self-development. Army leaders never stop
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learning. They seek to educate and train
themselves beyond what's offered in formal
schooling or even in their duty assignments.
Leaders look for educational opportunities to
prepare themselves for their next job and
future responsibilities. Look for Army off-duty
education that interests you and will give you
useful skills. Seek civilian education to broaden
your outlook on life. Look for things to read
that will develop your mind and help you build
skills. Challenge yourself and apply the same
initiative here as you do in your day-to-day
duties.

5-81. Remember that Army leaders challenge
themselves and take advantage of work done by
others in such fields as leadership and military
history as well as in their off-duty areas of inter-
est. In the leadership area, you can begin with
some of the books listed in the bibliography or
go to any bookstore or library. You'll find hun-
dreds of titles under the heading of leadership.
The libraries of your post, nearby civilian com-
munities, and colleges contain works on these
topics. In addition, the Internet can also be a
useful place for obtaining information on some
areas. However, be careful. Some books contain
more reliable and useful information than oth-
ers; the same is true of Internet sites.

5-82. Figure 5-4 also shows that actions, skills,
and attributes form the foundation of success in
operational assignments. This is where you, the
leader, fit into Army leader development. As a
leader, you help your subordinates internalize
Army values. You also assist them in developing
the individual attributes, learning the skills,
and mastering the actions required to become
leaders of character and competence them-
selves. You do this through the action of
mentoring.

Mentoring

Good NCOs are not just born-they are groomed
and grown through a lot of hard work and
strong leadership by senior NCOs.

Former Sergeant Major of the Army
William A. Connelly
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Mentoring (in the Anny) is the proactive devel-
opment of each subordinate through observing,
assessing, coaching, teaching, developmental
counseling, and evaluating that results in people
being treated with fairness and equal opportu-
nity. Mentoring is an inclusive process (not an
exclusive one) for everyone under a leader's
charge.

5-83. Mentoring is totally inclusive, real-life
leader development for every subordinate.
Because leaders don't know which of their
subordinates today will be the most significant
contributors and leaders in the future, they
strive to provide all their subordinates with the
knowledge and skills necessary to become the
best they can be-for the Army and for
themselves.

5-84. Mentoring begins with the leader setting
the right example. As an Army leader, you men-
tor people every day in a positive or negative
way, depending on how you live Army values
and perform leader actions. Mentoring shows
your subordinates a mature example of values,
attributes, and skills in action. It encourages
them to develop their own character and leader
attributes accordingly.

5-85. Mentoring links operating leader actions
to improving leader actions. When you mentor,
you take the observing, assessing, and evaluat-
ing you do when you operate and apply these ac-
tions to developing individual subordinates.
Mentoring techniques include teaching, devel-
opmental counseling, and coaching.

Teaching gives knowledge or provides skills
to others, causing them to learn by example
or expenence.

5-86. Teaching is passing on knowledge and
skills to subordinates. It's a primary task for
first-line leaders. Teaching focuses primarily on
technical and tactical skills. Developmental
counseling is better for improving
interpersonal and conceptual skills. Technical
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competence is critical to effective teaching. In
order to develop subordinates, you must be able
to demonstrate the technical and tactical skills
you expect them to perform; otherwise they
won't listen to you.

5-87. To be an Army leader, you must be a
teacher. You give your subordinates knowledge
and skills all the time, whether in formal, class-
room settings or through your example. To be
an effective teacher, you must first be profes-
sionally competent; then you must create con-
ditions in which your subordinates can learn.

Soldiers learn to be good leaders from good
leaders.

Former Sergeant Major of the Army Richard A. Kidd

5-88. The measure of how well you teach is how
well your people learn. In most cases, your peo-
ple will learn more by performing a skill than
they will by watching you do it or by hearing
you talk about how to do it. However, it's up to
you to choose the teaching method that best fits
the material. To make this choice, you need to
understand the different ways people learn.
People learn-
. Through the example of others (observing).

. By forming a picture in their minds of what
they're trying to learn (thinking).

. By absorbing information (thinking).

. Through practice (hands-on experience).

5-89. Teaching is a complex art, one that you
must learn in addition to the competencies you
seek to teach. Just because you can pull the en-
gine out of a tank doesn't mean you would be
any good at teaching other people to do it.
There are techniques and methods involved in
teaching that have nothing to do with how good
you are on the job; you must know both the
skills related to the subject and another set of
teaching skills. As an Army leader, you must
develop these teaching skills as well. A subject
matter expert who has acquired technical
knowledge but is unable to teach that knowl-
edge to others isn't improving the organization
or the Army. (FM 25-101 addresses these and
other areas related to conducting training.)
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Developmental Counseling is
subordinate-centered communication that
produces a plan outlining actions necessary
for subordinates to achieve individual or
organizational goals.

5-90. Developmental counseling is central to
leader development. It's the means by which
you prepare your subordinates of today to be
the leaders of tomorrow. (Appendix C contains
more details on developmental counseling.)

5-91. Developmental counseling isn't a time for
war stories or for tales of how things were done
way back when. It should focus on today's per-
formance and problems and tomorrow's plans
and solutions. Effective developmental counsel-
ing is centered on the subordinate, who is ac-
tively involved-listening, asking for more
feedback, seeking elaboration of what the coun-
selor has to say.

5-92. Developmental counseling isn't an
occasional event that you do when you feel like
it. It needs to be part of your program to develop
your subordinates. It requires you to use all your
counseling tools and skills. This means using
counseling requirements such as those pre-
scribed in the NCO Evaluation Reporting Sys-
tem (NCOERS), Officer Evaluation Reporting
System (OERS), and Total Army Performance
Evaluation System (TAPES, which is used to
evaluate DA civilians) as more than paper drills.
It means face-to-face counseling of individuals
you rate. But more important, it means making
time throughout the rating period to discuss per-
formance objectives and provide meaningful as-
sessments and feedback. No evaluation
report-positive or negative-should be a sur-
prise. A consistent developmental counseling
program ensures your people know where they
stand and what they should be doing to improve
their performance and develop themselves.
Your program should include all your people,
not just the ones you think have the most
potential. (The bibliography lists the evaluation
and support forms prescribed by the OERS,
NCOERS, and TAPES. Appendix C discusses

Army Leadership

how to use support forms to assist you with de-
velopmental counseling.)

5-93. New direct leaders are sometimes
uncomfortable confronting a subordinate who
isn't performing to standard. However, remem-
ber that counseling isn't about how comfortable
or uncomfortable you are; counseling is about
correcting the performance or developing the
character of a subordinate. Therefore, be hon-
est and frank with your subordinates during de-
velopmental counseling. If you let your people
get away with substandard behavior because
you want them to like you or because you're
afraid to make a hard call, you're sacrificing
Army standards for your personal well-
being-and you're not developing your
subordinates.

5-94. This manual has emphasized throughout
the importance of the example that you, as an
Army leader, set for your subordinates. Your
people look to you to see what kind of leader
they want to be. The example you set in
counseling is especially important. Army lead-
ers at every level must ensure their subordinate
leaders use counseling to develop their own
subordinates. Setting the example is a powerful
leadership tool: if you counsel your subordi-
nates, your subordinate leaders will counsel
theirs as well. The way you counsel is the way
they'll counsel. Your people copy your behavior.
The significance of your position as a role model
can't be understated. It's a powerful teaching
tool, for developmental counseling as well as
other behaviors.

5-95. Although you're responsible for develop-
ing your subordinates, no leader can be all
things to all people. In addition, the Army is al-
ready culturally diverse and is becoming in-
creasingly technologically complex. In this
environment, some of your subordinates may
seek advice and counsel from informal relation-
ships in addition to their leadership chain. Such
relationships can be particularly important for
women, minorities, and those in low-density
specialties who have relatively few role models
nearby.

5-96. This situation in no way relieves you, the
leader, of any of your responsibilities regarding
caring for and developing your people. Rather,

5-17



Direct Leadership Actions

being sensitive to your subordinates' profes-
sional development and cultural needs is part of
the cultural awareness leader attribute. As an
Army leader, you must know your people and
take advantage of every resource available to
help your subordinates develop as leaders. This
includes other leaders who have skills or attrib-
utes different from your own.

Coaching involves a leader's assessing
performance based on observations,
helping the subordinate develop an
effective plan of action to sustain strengths
and overcome weaknesses, and supporting
the subordinate and the plan.

5-97. You can consider coaching to be both an
operating and an improving leader action. It's
less formal than teaching. When you're dealing
with individuals, coaching is a form of specific
instance counseling (which Appendix C dis-
cusses). When you're dealing with all or part of
a team, it's generally associated with AARs
(which you read about earlier in this chapter).

5-98. Coaching follows naturally from the
assessing leader action. As you observe your
subordinates at work, you'll see them perform
some tasks to standard and some not to
standard. Some of their plans will work; some
won't. Your subordinates know when you're
watching them. They expect you to tell them
what they need to do to meet the standard, im-
prove the team's performance, or develop them-
selves. You provide this sort of feedback
through coaching. And don't limit your coach-
ing to formal sessions. Use every opportunity to
teach, counselor coach from quarterly training
briefings to AARs. Teaching moments and
coaching opportunities occur all the time when
you concentrate on developing leaders.

Mentoring and Developing Tomorrow's
Army

5-99. Mentoring is demanding business, but
the future of the Army depends on the trained
and effective leaders whom you leave behind.
Sometimes it requires you to set priorities, to
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balance short-term readiness with long-term
leader development. The commitment to men-
toring future leaders may require you to take
risks. It requires you to give subordinates the
opportunity to learn and develop themselves
while using your experience to guide them
without micromanaging. Mentoring will lead
your subordinates to successes that build their
confidence and skills for the future.

5-100. Mentoring isn't something new for the
Army. Past successes and failures can often be
traced to how seriously those in charge took the
challenge of developing future leaders. As you
consider the rapid pace of change in today's
world, it's critical that you take the time to de-
velop leaders capable of responding to that
change. The success of the next generation of
Army leaders depends on how well you accept
the responsibility of mentoring your subordi-
nates. Competent and confident leaders trained
to meet tomorrow's challenges and fight and
win future conflicts will be your legacy.

5-101. As you assume positions of greater
responsibility, as the number of people for
whom you are responsible increases, you need
to do even more to develop your subordinates.
More, in this case, means establishing a leader
development program for your organization. It
also means encouraging your subordinates to
take actions to develop themselves personally
and professionally. In addition, you may have to
provide time for them to pursue self-
development. (FM 25-101 discusses leader
development programs.)

What have YOU done TODAY to develop
the leaders of tomorrow's Army?

BUILDING
Building Teams

5-102. You've heard-no doubt countless
times-that the Army is a team. Just how im-
portant is it that people have a sense of the
team? Very important. The national cause, the
purpose of the mission, and all the larger con-
cerns may not be visible from the battlefield.
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Regardless of other issues, soldiers perform for
the other people in the squad or section, for oth-
ers in the team or crew, for the person on their
right or left. This is a fundamental truth: sol-
diers perform because they don't want to let
their buddies down.

5-103. If the leaders of the small teams that
make up the Army are competent, and if their
members trust one another, those teams and
the larger team of teams will hang together and
get the job done. People who belong to a suc-
cessful team look at nearly everything in a posi-
tive light; their winners' attitudes are
infectious, and they see problems as challenges
rather than obstacles. Additionally, a cohesive

team accomplishes the mission much more effi-
ciently than a group of individuals. Just as a
football team practices to win on the gridiron,
so must a team of soldiers practice to be effec-
tive on the battlefield.

5-104. Training together builds collective com-
petence; trust is a product of that competence.
Subordinates learn to trust their leaders if the
leaders know how to do their jobs and act con-
sistently-if they say what they mean and
mean what they say. Trust also springs from
the collective competence of the team. As the
team becomes more experienced and enjoys
more successes, it becomes more cohesive.

Trust Earned

In a 1976 interview, Congressman Hamilton Fish of New York told of his experiences as a white
officer with the 369th Infantry Regiment, an all-black unit in the segregated Army of 1917. Fish knew
that his unit would function only if his soldiers trusted him; his soldiers, all of whom had volunteered for
combat duty, deserved nothing less than a trustworthy leader. When a white regiment threatened to
attack the black soldiers in training camp, Fish, his pistol drawn, alerted the leaders of that regiment
and headed off a disaster.

"There was one thing they wanted above all from a white officer," [Fish recalled in an interview
nearly 60 years later] "and that was fair treatment. You see, even in New York City [home of most of
his soldiers] they really did not get a square deal most of the time. But if they felt you were on the level
with them, they would go all out for you. And they seemed to have a sixth sense in realizing just how
you felt. I sincerely wanted to lead them as real soldiers, and they knew it."

5-105. Developing teams takes hard work,
patience, and quite a bit of interpersonal skill
on the part of the leader, but it's a worthwhile
investment. Good teams get the job done. Peo-
ple who are part of a good team complete the
mission on time with the resources given them
and a minimum of wasted effort; in combat,
good teams are the most effective and take the
fewest casualties.

5-106. Good teams-

. Work together to accomplish the mission.

. Execute tasks thoroughly and quickly.

. Meet or exceed the standard.

. Thrive on demanding challenges.

. Learn from their experiences and are proud
of their accomplishments.

Army Leadership

5-107. The Army is a team that includes mem-
bers who are not soldiers but whose contribu-
tions are essential to mission success. The
contributions made by almost 1,600 DA civil-
ians in the Persian Gulf region were all but lost
in the celebrations surrounding the military
victory against Iraq and the homecoming cele-
bration for the soldiers that followed. However,
one safety specialist noted that these deployed
DA civilians recognized the need for a team
effort:

Patriotism was their drawing force for being
there We were part of the team supporting our
soldiers! The focus is where it should be-on the
military. They're here to do thejob; we're here to
help them.
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5-108. People will do the most extraordinary
things for their buddies. It's your job as an
Army leader to pull each member into the team
because you may someday ask that person for
extraordinary effort. Team building involves
applying interpersonal leader skills that trans-
form individuals into productive teams. If
you've done your work, the team member won't
let you down.

5-109. Within a larger team, smaller teams
may be at different stages of development. For
instance, members of First Squad may be used
to working together. They trust one another
and get the job done-usually exceeding the
standard-with no wasted motion. Second
Squad in the same platoon just received three
new soldiers and a team leader from another
company. As a team, Second Squad is less ma-
ture; it will take them some time to get up to the
level of First Squad. New team members have
to learn how things work: they have to be
brought on board and made to feel members of
the team; they must learn the standards and
the climate of their new unit; they'll have to
demonstrate some competence before other
members really accept them; and finally, they
must practice working together. Leaders, who
must oversee all this, are better equipped if
they know what to expect. Make use of the in-
formation on the next few pages; learn what to
look for-and stay flexible.

5-110. Figure 5-5 lists things you must do to
pull a team together, get it going in the right di-
rection, and keep it moving. And that list only
hints at the work that lies ahead as you get
your team to work together. Your subordinates
must know-must truly believe-that they're a
part of the team, that their contribution is im-
portant and valued. They must know that
you'll train them and listen to them. They
don't want you to let them get away with
shoddy work or half-baked efforts; there's no
pride in loafing. You must constantly observe,
counsel, develop, listen; you must be every bit
the team player you want your subordinates to
be-and more.

5-111. Teams don't come together by accident;
leaders must build and guide them through a

series of developmental stages: formation,
enrichment, and sustainment. This discussion
may make the process seem more orderly than
it actually is; as with so many things leaders do,
the reality is more complicated than the expla-
nation. Each team develops differently: the
boundaries between stages are not hard and
fast. As a leader, you must be sensitive to the
characteristics of the team you're building and
of its individual members-your people. Com-
pare the characteristics of your team with the
team building stage descriptions. The informa-
tion that results can help you determine what
to expect of your team and what you need to do
to improve its capabilities.

Stages of Team Building

5-112. Teams, like individuals, have different
personalities. As with individuals, the leader's
job isn't to make teams that are clones of one
another; the job is to make best use of the pecu-
liar talents of the team, maximize the potential
of the unit climate, and motivate aggressive
execution.

5-113. Formation stage. Teams work best
when new members are brought on board
quickly, when they're made to feel a part of the
team. The two steps-reception and orienta-
tion-are dramatically different in peace and
war. In combat, this sponsorship process can lit-
erally mean life or death to new members and to
the team.

5-114. Reception is the leader's welcome: the
orientation begins with meeting other team
members, learning the layout of the workplace,
learning the schedule and other requirements,
and generally getting to know the lay of the
land. In combat, leaders may not have time to
spend with new members. In this case, new
arrivals are often assigned a buddy who will
help them get oriented and keep them out of
trouble until they learn their way around.
Whatever technique you use, your soldiers
should never encounter a situation similar to
the one in the next example.
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SUBORDINATE CHALLENGES

.Achieve belonging and acceptance.Set personal &familyconcerns.Learnabout leaders and other
members

. Face the uncertainty of war.Cope with fear of unknown injury and

death.Adjust to sights and sounds of war.Adjust to separation from home and

family

.Trust leaders &other members.Find close friends

. Learn who is in charge.Accept the way things are done.Adjust to feelings about how things
ought to be done.Overcome family-versus-unit conflict

.Survive.Demonstrate competence.Becomea teammemberquickly.Learnabouttheenemy

. Learnabout the battlefield.Avoidlife-threatingmistakes

.Trustothers.Share ideas and feelings freely.Assistotherteammembers.Sustaintrustandconfidence.Sharemissionandvalues

.Adjustto continuousoperations.Copewithcasualties.Adjustto enemyactions.Overcomeboredom.Avoidrumors.Control fear, anger, despair, and panic

LEADER & UNIT/ORGANIZATION ACTIONS

. Listen to and care for subordinates.Design effective reception and orientation.Communicate.Rewardpositive contributions.Setexample

.Talkwitheachsoldier.Reassure with calm presence

. Communicate vital safety tips.Providestablesituation.Establishbuddysystem.Assist soldiers to deal with immediate problems

.Trustand encouragetrust.Allow growth while keeping control.Identify and channel emerging leaders. Establish clear lines of authority

. Establish individual and unit goals

. Train as a unit for mission.Build pride through accomplishment.Acquire self-evaluation/self-assessment habits.Befair and give responsibility

.Trainas a unitforcombat.Demonstratecompetence.Knowthesoldiers.Pace subordinate battlefield integration.Providestableunitclimate

. Emphasize safety awareness for improved
readiness

.Demonstrate trust.Focus on teamwork, training & maintaining.Respond to subordinate problems

. Devise more challenging training.Build pride and spirit through unit sports, social &
spiritual activities.

.Observe and enforce sleep discipline.Sustain safety awareness.Informsoldiers

. Knowand deal withsoldiers' perceptions.Keepsoldiers productivelybusy.Use in-process reviews (IPRs) and after-action

reviews (AARs).Act decisively in face of panic

Figure 5-5. Team Building Stages

5-21



Direct Leadership Actions

Replacements in the ETO

Most historians writing about World War II agree that the replacement system that fed new
soldiers into the line units was seriously flawed, especially in the ETa, and did tremendous harm to
the soldiers and the Army. Troops fresh from stateside posts were shuffled about in tent cities where
they were just numbers. 1LT George Wilson, an infantry company commander who received one
hundred replacements on December 29, 1944, in the midst of the Battle of the Bulge, remembers the
results: "We discovered that these men had been on a rifle range only once; they had never thrown a
grenade or fired a bazooka [antitank rocket], mortar or machine gun."

PVT Morris Dunn, another soldier who ended up with the 84th Division after weeks in a
replacement depot recalls how the new soldiers felt: "We were just numbers, we didn't know anybody,
and I've never felt so alone and miserable and helpless in my entire life-we'd been herded around
like cattle at roundup time On the ride to the front it was cold and raining with the artillery fire louder
every mile, and finally we were dumped out in the middle of a heavily damaged town."

5-115. In combat, Army leaders have countless
things to worry about; the mental state of new
arrivals might seem low on the list. But if those
soldiers can't fight, the unit will suffer needless
casualties and may fail to complete the mission.

5-116. Discipline and shared hardship pull peo-
ple together in powerful ways. SGT Alvin C.
York, who won the Medal of Honor in an action
you'll read about later in this chapter, talked
about cohesion this way:

War brings out the worst in you. It turns you into
a mad, fighting animal, but it also brings out
something else, something I just don't know
how to describe, a sort of tenderness and love for
the fellow fighting with you.

5-117. However, the emotions SGT York
mentions don't emerge automatically in com-
bat. One way to ensure cohesion is to build it
during peacetime. Team building begins with
receiving new members; you know how impor-
tant first impressions are when you meet some-
one new. The same thing is true of teams; the
new member's reception and orientation cre-
ates that crucial first impression that colors the
person's opinion of the team for a long time. A
good experience joining the organization will
make it easier for the new member to fit in and
contribute. Even in peacetime, the way a per-
son is received into an organization can have
long-lasting effects-good or bad-on the indi-
vidual and the team. (Appendix C discusses re-
ception and integration counseling.)

Reception on Christmas Eve

An assistant division commander of the 25th Infantry Division told this story as part of his farewell
speech:

"I ran across some new soldiers and asked them about their arrival on the island [of Oahu]. They
said they got in on Christmas Eve, and I thought to myself, 'Can't we do a better job when we ship
these kids out, so they're not sitting in some airport on their first big holiday away from home?' I mean,
I really felt sorry for them. So I said, 'Must have been pretty lonesome sitting in a new barracks where
you didn't know anyone.' And one of them said, 'No, sir. We weren't there a half-hour before the CQ
[charge of quarters] came up and told us to get into class B's and be standing out front of the company
in 15 minutes. Then this civilian drives up, a teenager, and the CQ orders us into the car. Turns out the
kid was the first sergeant's son; his father had sent him over to police up anybody who was hanging
around the barracks. We went over to the first sergeant's house to a big luau [party] with his family and
a bunch of their neighbors and friends.'
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Reception on Christmas Eve (continued)

"My guess is that those soldiers will not only do anything and everything that first sergeant wants,
but they are going to tell anyone who will listen that they belong to the best outfit in the Army."

5-118. Enrichment stage. New teams and
new team members gradually move from
questioning everything to trusting themselves,
their peers, and their leaders. Leaders earn that
trust by listening, following up on what they
hear, establishing clear lines of authority, and
setting standards. By far the most important
thing a leader does to strengthen the team is
training. Training takes a group of individuals
and molds them into a team while preparing
them to accomplish their missions. Training oc-
curs during all three team building stages, but
is particularly important during enrichment;
it's at this point that the team is building
collective proficiency.

5-119. Sustainment stage. When a team
reaches this stage, its members think of the
team as "their team." They own it, have pride
in it, and want the team to succeed. At this
stage, team members will do what needs to be
done without being told. Every new mission
gives the leader a chance to make the bonds
even stronger, to challenge the team to reach
for new heights. The leader develops his
subordinates because they're tomorrow's
team leaders. He continues to train the team
so that it maintains proficiency in the collec-
tive and individual tasks it must perform to
accomplish its missions. Finally, the leader
works to keep the team going in spite of the
stresses and losses of combat.

Building the Ethical Climate

5-120. As an Army leader, you are the ethical
standard bearer for your organization. You're
responsible for building an ethical climate that
demands and rewards behavior consistent with
Army values. The primary factor affecting an
organization's ethical climate is its leader's
ethical standard. Leaders can look to other

organizational or installation personnel-for
example, the chaplain, staff judge advocate, in-
spector general, and equal employment oppor-
tunity manager-to assist them in building and
assessing their organization's ethical climate,
but the ultimate responsibility belongs to the
leader-period.

5-121. Setting a good ethical example doesn't
necessarily mean subordinates will follow it.
Some of them may feel that circumstances jus-
tify unethical behavior. (See, for example, the
situation portrayed in Appendix D.) Therefore,
you must constantly seek to maintain a feel for
your organization's current ethical climate and
take prompt action to correct any discrepancies
between the climate and the standard. One tool
to help you is the Ethical Climate Assessment
Survey (ECAS), which is discussed in Appendix
D. You can also use some of the resources listed
above to help you get a feel for your organiza-
tion's ethical climate. After analyzing the in-
formation gathered from the surveyor other
sources, a focus group may be a part of your
plan of action to improve the ethical climate.
Your abilities to listen and decide are the most
important tools you have for this job.

5-122. It's important for subordinates to have
confidence in the organization's ethical envi-
ronment because much of what is necessary in
war goes against the grain of the societal values
individuals bring into the Army. You read in
the part of Chapter 4 that discusses ethical rea-
soning that a soldier's conscience may tell him
it's wrong to take human life while the mission
of the unit calls for exactly that. Unless you've
established a strong ethical climate that lets
that soldier know his duty, the conflict of values
may sap the soldier's will to fight.
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SGT York

A conscientious objector from the Tennessee hills, Alvin C. York was drafted after America's
entry into World War I and assigned to the 328th Infantry Regiment of the 82d Division, the "All
Americans." PVT York, a devout Christian, told his commander, CPT E. C. B. Danforth, that he would
bear arms against the enemy but didn't believe in killing. Recognizing PVT York as a potential leader
but unable to sway him from his convictions, CPT Danforth consulted his battalion commander, MAJ
George E. Buxton, about how to handle the situation.

MAJ Buxton was also deeply religious and knew the Bible as well as PVT York did. He had CPT
Danforth bring PVT York to him, and they talked at length about the Scriptures, about God's
teachings, about right and wrong, about just wars. Then MAJ Buxton sent PVT York home on leave to
ponder and pray over the dilemma. The battalion commander promised to release him from the Army
if PVT York decided he could not serve his country without sacrificing his integrity. After two weeks of
reflection and deep soul-searching, PVT York returned, having reconciled his personal values with
those of the Army. PVT York's decision had great consequences for both himself and his unit.

Alvin York performed an exploit of almost unbelievable heroism in the morning hours of 8 October
1918 in France's Argonne Forest. He was now a corporal (CPL), having won his stripes during
combat in the Lorraine. That morning CPL York's battalion was moving across a valley to seize a
German-held rail point when a German infantry battalion, hidden on a wooded ridge overlooking the
valley, opened up with machine gun fire. The American battalion dived for cover, and the attack
stalled. CPL York's platoon, already reduced to 16 men, was sent to flank the enemy machine guns.

As the platoon advanced through the woods to the rear of the German outfit, it surprised a group
of about 25 German soldiers. The shocked enemy offered only token resistance, but then more
hidden machine guns swept the clearing with fire. The Germans dropped safely to the ground, but
nine Americans, including the platoon leader and the other two corporals, fell dead or wounded. CPL
York was the only unwounded leader remaining.

CPL York found his platoon trapped and under fire within 25 yards of the enemy's machine gun
pits. Nonetheless, he didn't panic. Instead, he began firing into the nearest enemy position, aware
that the Germans would have to expose themselves to get an aimed shot at him. An expert
marksman, CPL York was able to hit every enemy soldier who popped his head over the parapet.

After he had shot more than a dozen enemy, six German soldiers charged him with fixed
bayonets. As the Germans ran toward him, CPL York once again drew on the instincts of a
Tennessee hunter and shot the last man first (so the ones in front wouldn't see the ones he shot fall),
then the fifth, and so on. After he had shot all the assaulting Germans, CPL York again turned his
attention to the machine gun pits. In between shots, he called for the Germans to give up. It may have
initially seemed ludicrous for a lone soldier in the open to call on a well-entrenched enemy to
surrender, but their situation looked desperate to the German battalion commander, who had seen
over 20 of his soldiers killed by this one American. The commander advanced and offered to
surrender if CPL York would stop shooting.

CPL York now faced a daunting task. His platoon, now numbering seven unwounded soldiers,
was isolated behind enemy lines with several dozen prisoners. However, when one American said
their predicament was hopeless, CPL York told him to be quiet and began organizing the prisoners for
a movement. CPL York moved his unit and prisoners toward American lines, encountering other
German positions and forcing their surrender. By the time the platoon reached the edge of the valley
they had left just a few hours before, the hill was clear of German machine guns. The fire on the
Americans in the valley was substantially reduced and their advance began again.
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SGT York (continued)

CPL York returned to American lines, having taken a total of 132 prisoners and putting 35
machine guns out of action. He left the prisoners and headed back to his own outfit. Intelligence
officers questioned the prisoners and learned from their testimony the incredible story of how a
fighting battalion was destroyed by one determined soldier armed only with a rifle and pistol. Alvin C.
York was promoted to sergeant and awarded the Medal of Honor for this action. His character,
physical courage, technical competence, and leadership enabled him to destroy the morale and
effectiveness of an entire enemy infantry battalion.

5-123. CPT Danforth and MAJ Buxton could
have ordered SGT York to go to war, or they
might have shipped him out to ajob that would
take him away from the fight. Instead, these
leaders carefully addressed the soldier's ethical
concerns. MAJ Buxton, in particular, estab-
lished the ethical climate by showing that he,
too, had wrestled with the very questions that
troubled SGT York. The climate these leaders
created held that every person's beliefs are im-
portant and should be considered. MAJ Buxton
demonstrated that a soldier's duties could be
consistent with the ethical framework estab-
lished by his religious beliefs. Leaders who cre-
ate a healthy ethical environment inspire
confidence in their subordinates; that confi-
dence and the trust it engenders builds the
unit's will. They create an environment where
soldiers can truly "be all they can be."

LEARNING

For most men, the matter of learning is one of
personal preference. But for Army [leaders], the
obligation to learn, to grow in their profession,
is clearly a public duty.

General of the Army Omar N. Bradley

5-124. The Army is a learning organization,
one that harnesses the experience of its people
and organizations to improve the way it does
business. Based on their experiences, learning
organizations adopt new techniques and proce-
dures that get the job done more efficiently or
effectively. Likewise, they discard techniques
and procedures that have outlived their pur-
pose. However, you must remain flexible when
trying to make sense of your experiences. The
leader who works day after day after day and
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never stops to ask "How can I do this better?" is
never going to learn and won't improve the
team.

5-125. Leaders who learn look at their ex-
perience and find better ways of doing things.
Don't be afraid to challenge how you and your
subordinates operate. When you ask "Why do
we do it that way?" and the only answer you get
is "Because we've always done it that way," it's
time for a closer look. Teams that have found a
way that works still may not be doing things the
best way. Unless leaders are willing to question
how things are, no one will ever know what can
be.

"Zero Defects" and Learning

5-126. There's no room for the "zero-defects"
mentality in a learning organization. Leaders
willing to learn welcome new ways of looking at
things, examine what's going well, and are not
afraid to look at what's going poorly. When di-
rect leaders stop receiving feedback from subor-
dinates, it's a good indication that something is
wrong. If the message you hammer home is
"There will be no mistakes," or if you lose your
temper and "shoot the messenger" every time
there's bad news, eventually your people will
just stop telling you when things go wrong or
suggesting how to make things go right. Then
there will be some unpleasant surprises in
store. Any time you have human beings in a
complex organization doing difficult jobs, often
under pressure, there are going to be problems.
Effective leaders use those mistakes to figure
out how to do things better and share what they
have learned with other leaders in the organiza-
tion, both peers and superiors.
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5-127. That being said, all environments are
not learning environments; a standard of
:'zero-defe~ts" is acceptable, if not mandatory,
m some CIrcumstances. A parachute rigger is
charged with a "zero-defect" standard. If a rig-
ger makes a mistake, a parachutist will die.
Helicopter repairers live in a "zero-defect" en-
vironment as well. They can't allow aircraft to
be mechanically unstable during flight. In these
and similar work environments, safety con-
cerns mandate a "zero-defects" mentality. Of
course, organizations and people make mis-
takes; mistakes are part of training and may be
the price of taking action. Leaders must make
their intent clear and ensure their people un-
derstand the sorts of mistakes that are accept-
able and those that are not.

5-128. Leaders can create a "zero-defects"
environment without realizing it. Good leaders
want their organizations to excel. But an
organizational "standard" of excellence can
quickly slide into "zero defects" if the leader
isn't careful. For example, the published mini-
mum standard for passing the APFT is 180
points-60 points per event. However, in units
t~at are routinely assigned missions requiring
hIghly strenuous physical activities, leaders
need to train their people to a higher-than-
average level of physical fitness. If leaders use
APF! scores as the primary means of gauging
phYSICal fitness, their soldiers will focus on the
test rather than the need for physical fitness. A
better course would be for leaders to train their
p~ople on mission-related skills that require the
hIgher level of physical readiness while at the
same time motivating them to strive for their
personal best on the APFT.

Barriers to Learning

5-129. Fear of mistakes isn't the only thing
that can get in the way of learning; so can rigid,
lockstep thinking and plain mental laziness.
These habits can become learning barriers lead-
ers are so used to that they don't even notice
them. Fight this tendency. Challenge yourself.
Use your imagination. Ask how other people do
things. Listen to subordinates.

5-26

Helping People Learn

5~130. Certain conditions help people learn.
FIrst, you must motivate the person to learn.
~xplain to the subordinate why the subject is
Important or show how it will help the individ-
ual perform better. Second, involve the subordi-
nate in the learning process; make it active. For
instance, you would never try to teach someone
how to drive a vehicle with classroom instruc-
tion alone; you have to get the person behind
the wheel. That same approach applies to much
more complex tasks; keep the lecture to a mini-
mum and maximize the hands-on time.

5-131. Learning from experience isn't enough;
you can't have every kind of experience. But if
you take advantage of what others have
learned, you get the benefit without having the
experience. An obvious example is when com-
bat veterans in a unit share their experiences
with soldiers who haven't been to war. A less
obvious, but no less important, example is when
leaders share their experience with subordi-
nates during developmental counseling.

After-Action Reviews and Learning

5-132. Individuals benefit when the group
learns together. The AAR is one tool good lead-
ers use to help their organizations learn as a
group. Properly conducted, an AAR is a profes-
sional discussion of an event, focused on per-
f~rmance standards, that enables people to
dIscover for themselves what happened, why it
~appened, and how to sustain strengths and
Improve on weaknesses. Like warning orders
and rehearsals, the AAR is a technique that all
leaders-military or DA civilian-can use in
garrison as well as field environments. (FM
25-101 and TC 25-20 discuss how to prepare for,
conduct, and follow up after an AAR.) When
your team sits down for an AAR, make sure eve-
ryone participates and all understand what's
being said. With input from the whole team

. 'YO~Hpeople Will learn more than if they just
thmk about the experience by themselves.

Organizational Climate and Learning

5~133. It takes courage to create a learning en-
VIronment. When you try new things or try
things in different ways, you're bound to make
mistakes. Learn from your mistakes and the

FM 22-100



Improving Actions

mistakes of others. Pick your team and yourself
up, determine what went right and wrong, and
continue the mission. Be confident in your
abilities. Theodore Roosevelt, a colonel during
the Spanish-American War and twenty-sixth
President of the United States, put it this way:

Whenever you are asked if you can do a job, tell
'em, Certainly I can/-and get busy and find out
how to do it.

5-134. Your actions as a direct leader move the
Army forward. How you influence your
subordinates and the people you work for, how
you operate to get the job done, how you
improve the organization for a better future, all
determine the Army's success or failure.

SUMMARY

5-135. Direct leaders influence their sub-
ordinates face-to-face as they operate to accom-
plish the mission and improve the organization.
Because their leadership is face-to-face, direct
leaders see the outcomes of their actions almost
immediately. This is partly because they receive
immediate feedback on the results of their
actions.

5-136. Direct leaders influence by determining
their purpose and direction from the boss's in-
tent and concept of the operation. They moti-
vate subordinates by completing tasks that
reinforce this intent and concept. They continu-
ally acquire and assess outcomes and motivate

their subordinates through face-to-face contact
and personal example.

5-137. Direct leaders operate by focusing their
subordinates' activities toward the organiza-
tion's objective and achieving it. Direct leaders
plan, prepare, execute, and assess as they operate.
These functions sometimes occur
simultaneously.

5-138. Direct leaders improve by living Army
values and providing the proper role model for
subordinates. Leaders must develop all subordi-
nates as they build strong, cohesive teams and es-
tablish an effective learning environment.
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