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 for this 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.

4-1. The Army’s direct leaders perform a huge
array of functions 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

First Sergeant James J. Karolchyk, 1986

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. After all, if people can’t under-
stand you, how will you ever let them know
what you want? The other interpersonal

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

4-6. Ifyou 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,
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Figure 4-1. Direct Leader
Skills—Interpersonal

listening is the one in which most people receive
the least amount of formal training. Yet for an
Army leader, it’s every hit 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

Interpersonal Skills

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, “l 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: / am concerned about your problem. You're part
of the team, and we help each other. What can | do to help? All these signals, by the way, reinforce

Army values.
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The Checking Account (continued)

PVT Bell sees the leader is paying attention and continues, “Well, | have this checking account,
see, and it’s the first time I've had one. | 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, |

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 has just degraded the effectiveness of
the entire unit.

A Company Commander, Desert Storm

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

Interpersonal Skills

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 Vietham, 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
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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



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, ¢, 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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