LESSON ONE

LEADERSHIP
OVERVIEW
TASK DESCRIPTION:
In this lesson you will learn the definition of leadership and identify the critical factors of leadership.

LEARNING OBJECTIVE:

TASK:
Define leadership and identify the critical factors.




CONDITIONS:
Given subcourse materials.




STANDARDS:
Define leadership and identify the following:


The four factors of leadership.

The principles of leadership.

The BE-KNOW-DO framework of Army leadership doctrine.

The character of leaders.

Soldier expectations.

Planning and problem solving.




REFERENCES:
Military Leadership, FM 22-100.

Military Professionalism (Platoon and Squad Instruction), TC 22-9-1.

The Army Noncommissioned Officer Guide, TC 22-6.

INTRODUCTION
1.
The basic mission of a small unit leader is to train to fight and win in combat.  General George S. Patton, Jr. said,

"Leadership is the thing that wins battles."

Leadership is the most essential element of combat power.  Successful leaders prepare for war by training and leading as they intend to fight.  Leading is not a mystery.  It can be learned through education and experience.  That is why you are reading this, to learn to become leaders and winners.  In his now famous speech to his 3rd Army prior to D-Day, General Patton

said,

Americans love to fight, traditionally.  All real Americans love the sting and clash of battle.  When you men here, were kids, you all admired the champion marble player, the fastest runner, the handiest kid with his fists, the Big League ball players, the All American football players.  Americans love a winner.  Americans will not tolerate a loser, Americans play to win all the time and every time I wouldn't give a hoot in hell for a soldier who lost and laughed.

2.
Today, more than ever, Americans love a winner.  In the profession of arms, winning is the difference between life and death.  The mandate for competent military leadership is simple and compelling.  Quality leadership must exist throughout the force if the nation is to have an Army ready for combat. Successful NCOs lead and learn in peace to be prepared for war.

As you begin your study of leadership, let's see what the Army's current how to fight manual FM 100-5, Operations, says about leadership.  "The most essential element of combat power is competent and confident leadership.  Leadership provides purpose, direction and motivation in combat.  It is the leader who will determine the degree to which maneuver, firepower, and protection are maximized...."  Current leadership doctrine provides concepts, techniques, methods, and order to what is a complex and critical area for success in the Army of the 21st century.

PART A - LEADERSHIP

1.
One of the most important functions of leadership doctrine is that it gives everyone in the Army a common vocabulary so that we can communicate precisely.  This language gives us a frame of reference to be used for analyzing and resolving complex leadership situations.

a.
Leaders are the link between soldiers and combat systems (equipment, tactics, and battle skills).  In short, leaders make things happen.  Have you ever known a leader?  Why did you consider that individual to be a leader?  Write down in the margin what you think makes a person a leader.  Do you consider the leaders you have known to be leaders who were born, or leaders who were made?  Although many leaders display charisma, (a quality of a born leader) nearly all effective leaders use learned skills and leadership tools to enhance their natural leadership talents.

b.
The Army's definition of leadership in FM 22-100 is:

Leadership is the process of influencing others to accomplish the mission by providing purpose, direction, and motivation.

c.
The key elements of this definition are:

(1)
Leadership is an "influence process."

-NCOs carry out this process by applying the Army's time tested leadership principles, by applying the values of the professional Army ethic and adopting the personal values of commitment, competence, candor, and courage.

(2)
Accomplishing the mission.

-You get the job done by applying the skills, knowledge, and attitudes that you have learned since joining the Army.  You learn in Army schools, during training, and on your own from reading.  You take correspondence courses, go to school at night, and listen to the lessons learned by other soldiers.

-In your soldiers' eyes, your leadership is everything you do that affects mission accomplishment and their well being.

(3)
You provide purpose.

-That means that you know the situation well enough to tell your soldiers why they are doing what they are doing.

(4)
You provide direction.  Providing direction means giving your soldiers guidance and instruction.  As a junior NCO you implement the orders and instructions of your leader: either your platoon leader or platoon sergeant.  The key point to remember is that you must listen to your leader, support your leader, and help your leader accomplish the mission.  You must recognize that your mission is normally only one part of your leader's mission.  As an NCO you must know what has to be done and how to do it.  You must then provide direction to your soldiers just like your platoon leader provided direction to you.  We will discuss specific ways to do this later in the lesson.

(5)
You provide motivation.

-You provide the motivation to cause your soldiers to want to accomplish the mission.  As an NCO, a leader, you develop the ability to motivate soldiers until it becomes instinctive.  There is nothing more natural for you than taking care of your soldiers, leading by example, molding your squad into an efficient, cohesive team.  Other soldiers will want to be in your squad because your soldiers have something they don't:  a caring and committed leader.  It will mean something to be a soldier in your squad.

-If your subordinates have confidence in themselves, each other, the unit, and you, they will be sincerely motivated. Training them to fight and win as a cohesive, disciplined team will have a valuable motivating effect.  Knowledge and skill fight fear and increase confidence.  Confidence is a powerful motivating force.  It gives rise to morale, courage, and the will to fight.

-You must keep a broad point of view on human nature and motivation.  Do not allow yourself to hold the narrow point of view that soldiers are only motivated by fear of their leaders. It is equally dangerous to believe the opposite--that all soldiers are motivated to work hard and do the right thing.

d.
You may be thinking, "It sounds like there's a lot to being a leader!"  You're right, and your effectiveness as an NCO will be determined, to a large extent, by your ability to lead. Officers chart the course of organizations and provide the reasons and incentives.  NCOs and soldiers carry out the mission.

2.
Review.  Leadership is the process of influencing others to accomplish the mission by providing purpose, direction, and motivation.  In order to talk about the concepts of leadership and apply those concepts to your duties as an NCO, you must understand the terminology and use it correctly.  Just as you would learn the proper adjustments to make to produce the best sound on a new stereo, you must learn the appropriate leadership terms, and when to use them.

PART B - THE FOUR FACTORS OF LEADERSHIP

1.
Think back to your drill sergeant in basic training.  He is one person you will probably never forget.  At the time you were probably a bit afraid of him; but at the same time your drill sergeant seemed to have all the answers and you were sort of glad he was around.  He taught you everything you knew about being a soldier.  Drill sergeants are known for their powerful style of leadership.  On graduation day you can't help but want to turn out like your "Drill."  We all can agree that many good NCOs have a certain ability to "fire up" their troops.  But what about those of us less fortunate?  We can't all be drill sergeants, at least not right now.  How can we become good NCOs?  We have already seen how important it is to gain the ability to provide purpose, direction and motivation to our soldiers.  The next step is to master the four factors of leadership.  An understanding of these factors will assist you in becoming an effective NCO.

2.
The four major factors of leadership are the leader, the led, the situation, and communications.  They are always present and affect the actions you should take and when you should take them.
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Figure 1-1, The Four Factors of Leadership.

a.
The Led.  As a team, section, or squad leader, you must know the attributes of each of your soldiers.  All soldiers are not the same.  They can not all be led in the same way.  Some will "test you," while others will follow and assist you.  You must correctly assess your soldiers' competence, motivation, and commitment so that you can take the proper leadership actions at the correct time.  You must learn to:

-Meet the needs and goals of your followers.

-Assess your soldiers' competence, motivation, and commitment.

-Create a climate within your team that encourages soldiers to develop their personal and professional goals.

b.
The Leader.  You are now in a leadership position.  You are no longer one of the troops.  You must have an honest understanding of who you are, what you know, and what you can do.  You must clearly identify your duties, responsibilities, and authority.

As a leader you must:

-Assess your strengths, weaknesses, capabilities and limitations.

-Ask your leader what he thinks your weaknesses are and work to improve them.

-Control and discipline yourself.

-Lead your soldiers effectively.

-Treat soldiers with dignity and respect.

c.
The Situation is the third major leadership factor.  All situations are different.  Circumstances may be similar, but the situation is never exactly the same.  You must consider:

-All aspects of the situation which affect mission accomplishment and the well being of your subordinates.

-What works in one situation may not work in another.

-The situation also includes timing.  You must be skilled in identifying and thinking through the situation so that you can take the right action at the right time.

-Learn from your mistakes and those of others.

-What if you take the wrong action?  It happens.  We all make mistakes.  Analyze the situation again, take quick corrective action, and drive on.

d.
Communications, the fourth major leadership factor, is the exchange of information and ideas from one person to another. Effective communication occurs when others understand exactly what you are trying to tell them and WHEN YOU UNDERSTAND PRECISELY WHAT THEY ARE TRYING TO TELL YOU.  As a leader, don't ever forget that:

-You may communicate what you want by the spoken word, in writing, through physical actions such as hand and arm signals, or through a combination of all of these.

-You communicate standards by your example.

-You can learn to say the right thing at the right time.

-It is O.K. to say, "I don't know."

-You must listen and understand what your soldiers tell you.

-Explain facts and requirements accurately without personal bias.

-All communications between you and your troops is not verbal; gestures, body language, attitude, and behavior sometimes speak louder than words.

-You should keep good eye contact when communicating.

-Your communication can build trust and cohesion.  However, if you have the habit of saying the wrong thing at the wrong time or if you say the right thing but in the wrong way, you can harm trust and cohesion.

As a noncommissioned leader you have a tough job.
You have to be a good listener, because you will get detailed instructions daily.  You also have to pass that information on to your soldiers without changing the meaning.  Effective communications implies that your soldiers listen and understand you.  Since soldiers listen to leaders who listen to them, you must work hard at understanding exactly what your soldiers are saying to you. Good listening is hard work, but you can learn.  Do not interrupt when others speak.  Listen to what is said and also to how it is said.  Emotions are an important part of communications.  Listen to your subordinates and they will listen to you.

3.
Review.  The four factors of leadership are:

-The Led.

-The Leader.

-The Situation.

-Communications.

PART C - DESCRIBE THE ELEVEN PRINCIPLES OF LEADERSHIP

1.
To understand how we developed our current leadership doctrine, you have to know a little bit about military history. Reading good military nonfiction and war novels are ways to learn about the successes (and failures) of military leadership.  The focus of the leader has remained constant:  To win.  The leadership methods that commanders have used to win battles and wars have been different.  However, if you study military leadership you will identify common threads which have led to success.

2.
From a leadership study conducted after World War II, we developed time-honored and tested principles of leadership which enhance the leader's chance of success.

3.
The eleven principles of leadership are excellent guidelines and provide the cornerstone of action.  They represent truths that have stood the test of time.

The eleven principles of Leadership are:

-Know yourself and seek self-improvement.

-Keep your subordinates informed.

-Be technically and tactically proficient.

-Develop a sense of responsibility in your subordinates.

-Seek responsibility and take responsibility for your actions.

-Ensure the task is understood, supervised, accomplished.

-Make sound and timely decisions.

-Set the example.

-Build the team.

-Know your soldiers and look out for their well being.

-Employ your unit in accordance with its capabilities.

4.
Use these principles to assess yourself and develop a plan to improve your ability to lead.  Examples throughout this subcourse give you ideas of how to apply these principles.  Here is an explanation of each of the leadership principles.

KNOW YOURSELF AND SEEK SELF-IMPROVEMENT

To know yourself, you have to understand who you are and what your preferences, strengths, and weaknesses are.  Seeking self-improvement means continually developing your strengths and working on overcoming your weaknesses.  This will increase your competence and the confidence your soldiers have in your ability to train and lead.

BE TECHNICALLY AND TACTICALLY PROFICIENT
You are expected to be technically and tactically proficient at your job.  This means that you can accomplish all tasks to standard that are required to accomplish your wartime mission. In addition, you are responsible for training your soldiers to do their jobs and for understudying your leader in the event you must assume those duties.  You develop technical and tactical proficiency through a combination of the tactics, techniques, and procedures you learn while attending formal schools (institutional training), in your day-to-day jobs (operational assignments), and from professional reading and personal study (taking correspondence courses).

SEEK RESPONSIBILITY AND TAKE RESPONSIBILITY FOR YOUR ACTIONS

Leading always involves responsibility.  You want subordinates who can handle responsibility and help you perform your mission.  Likewise, your leaders want you to take initiative.  When you see a problem or something that needs to be fixed, do not wait for your leader to tell you to act.  The example you set, whether positive or negative, helps develop your soldiers.  Our warfighting doctrine requires bold leaders at all levels who exercise initiative, are resourceful, and take advantage of opportunities on the battlefield that will lead to victory.  When you make mistakes, accept just criticism and take corrective action.  You must not evade responsibility by placing the blame on someone else.  Your objective should be to build trust between you and your leaders, as well as between you and your soldiers, by seeking and accepting responsibility.

MAKE SOUND AND TIMELY DECISIONS

You must be able to rapidly figure out the situation and make sound decisions.  If you delay or try to avoid making a decision, you may cause unnecessary casualties and fail to accomplish the mission.  Indecisive leaders create delays, loss of confidence, and confusion.  You must be able to anticipate and reason under the most trying conditions and quickly decide what actions to take.  Here are some guidelines to help you lead effectively:

-Gather essential information before making your decisions.

-Announce decisions in time for your soldiers to react.

-Good decisions made at the right time are better than the best decisions made too late.

-Consider the short and long-term effects of your decisions.

SET THE EXAMPLE

Your leaders and your soldiers want and need you to be a role model.  This is a heavy responsibility, but you have no choice. No aspect of leadership is more powerful.  If you expect courage, competence, candor, commitment, and integrity from your soldiers, you must demonstrate those qualities.  Your soldiers will imitate your behavior.  You must set high but attainable standards, and be willing to do what you expect your soldiers to do.  Your personal example affects your soldiers more than any amount of instruction or form of discipline.

KNOW YOUR SOLDIERS AND LOOK OUT FOR THEIR WELL-BEING

You must know and care for your soldiers.  It is not enough to know their names and hometowns.  You need to understand what makes them "tick" and learn what is important to them.  You need to commit time and effort to listen to and learn about your soldiers.  You need to know what they like and even what they may hate.

When you show genuine concern for your troops, they trust you and respect you as a leader.  Telling your soldiers you care has no meaning unless they see you demonstrate it.  They assume that if you fail to care for them in training, you will put little value on their lives in combat.  Although slow to build, trust and respect can be destroyed quickly.

If your soldiers trust you, they will work to help you accomplish missions.  They will never want to let you down.  You must care for them by training them for the rigors of combat, taking care of their physical and safety needs when possible, and recommending appropriate discipline and rewards.  The bonding that comes from caring for your soldiers will sustain them and the unit during the stress and chaos of combat.

KEEP YOUR SUBORDINATES INFORMED

American soldiers do best when they know why they are doing something.  Individual soldiers have changed the outcome of battle using initiative in absence of orders.  Make sure your leaders keep you informed.  If you are in the dark, ask the platoon sergeant or platoon leader what is going on.  Likewise, keep your soldiers informed.  This helps them do what you expect, encourages initiative, improves teamwork, and enhances morale.  Soldiers will obey your orders, but will also question things that do not make sense.  They expect you to keep them informed and, when possible, explain reasons for your orders.

DEVELOP A SENSE OF RESPONSIBILITY IN YOUR SUBORDINATES

Your subordinates will feel a sense of pride and responsibility when they successfully accomplish a new task you have given them.  When your platoon leader or platoon sergeant delegate tasks to you, they are indicating confidence in your abilities.  Do the same for your soldiers once you have trained them and determined they are ready for increased responsibility. As an NCO, you are a teacher and responsible for developing your subordinates.  Give them challenges and opportunities you feel they can handle.  Give them more responsibility when they show you they are ready.  Their initiative will amaze you.

ENSURE THE TASK IS UNDERSTOOD, SUPERVISED, AND ACCOMPLISHED

Your soldiers must understand what you expect from them.  They need to know what you want done, what the standard is, and when you want it done.  They need to know if you want a task accomplished in a specific way, and remember, they may need you to show them how to do the task.  Supervising lets you know if your soldiers understand your orders; it shows your interest in them and in mission accomplishment.  Over supervision causes resentment and under supervision causes frustration.  When soldiers are learning new tasks, tell them what you want done and show how you want it done.  Let them try.  Watch their performance.  Accept performance that meets your standards; reward performance that exceeds your standards; correct performance that does not meet your standards.  Determine the cause of poor performance and take appropriate action.  When you hold subordinates accountable for their performance, they realize they are responsible for accomplishing missions as individuals and as teams.

BUILD THE TEAM

Warfighting is a team activity.  You must develop a team spirit among your soldiers that motivates them to go willingly and confidently into combat in a quick transition from peace to war.  Your soldiers need confidence in your abilities to lead them and in their abilities to perform as members of the team. You must train and cross train your soldiers until they are confident in the team's technical and tactical abilities.  Your unit becomes a team only when your soldiers trust and respect each other.  As skilled soldiers, trained in warfighting techniques, they will see the importance of their contributions to the team.

EMPLOY YOUR UNIT IN ACCORDANCE WITH ITS CAPABILITIES
Your squad or platoon has capabilities and limitations.  You are responsible to recognize both of these.  Your soldiers will gain satisfaction from performing tasks that are reasonable and challenging but will be frustrated if tasks are too easy, unrealistic, or unattainable.  Although you may not have as much "field training" time as you would like, you must continually ensure your soldiers' training is demanding.  Your platoon leader and company commander will plan training that is "battle focused".  This reduces the number of tasks that are really essential to mission accomplishment.  Talk to your platoon leader; decide which tasks are essential to accomplish your warfighting mission and ensure your squad, crew or section achieves Army standards on those selected.  "Battle focus" is a term we use in the Army to acknowledge that we really can't do everything as well as we would like.  We concentrate on the mission essential tasks and fine tune our proficiency on those. Do your best in other areas too.  Include using innovative training techniques and performing under all weather conditions.  Whatever you do, do not lower standards simply because your soldiers appear unable to meet them.  Your challenge as an NCO is to train to and enforce high standards of combat readiness.

a.
Military historians have given us their views on history, the art of war, and personal war stories.  They provide a good source of information on specific conditions and actions in war. These accounts confirm the leadership principles.

b.
Leadership principles are not affected by temporary changes in the nature of warfare, technology, or unit structure.

c.
The 11 leadership principles represent fundamental truths that withstand the test of time.  They are as valid today as they were in World War II.

5.
Review.  Leadership principles provide the first row of building blocks upon which our doctrine is built.  Our leadership doctrine is securely anchored to these principles.  Review the principles as necessary.  It is essential to have a common understanding of these principles to make the application of leadership doctrine effective.

PART D - THE BE-KNOW-DO FRAMEWORK OF CURRENT

ARMY LEADERSHIP DOCTRINE

1.
 Introduction.  Leadership doctrine is the Army's official philosophy of leadership.  It tells us what leaders must BE, KNOW, and DO to develop themselves, their subordinates, and combat effective units.  Now let's discuss what BE, KNOW, DO really means.

a.
BE.  You must be a person of strong character committed to the professional Army ethic.  (We will discuss the professional Army ethic in detail in Lesson 2.)  You must set the correct example of individual values and be able to resolve ethical dilemmas.  You must understand that you are transmitting your beliefs and values to your soldiers by the behavior you display. You inform your soldiers of your standards by your personal conduct and the behavior that you accept from your troops.  Think about the following:

-What is a leader inside?  What am I really all about?

-How do I feel about being loyal to the ideals of the Nation and the Army?

-Am I really committed to the professional Army ethic?

-Do my beliefs, values, ethics, and character really reflect what a leader should be?

Now carefully read over the chart below.
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b.
KNOW.

(1)
As a squad or section leader you must learn while you lead.  Everybody does.  Knowledge is far more than memorization. It is understanding.  Soldiers expect their sergeant to be the smartest person in their team, squad, or platoon.  You, as an NCO, owe it to your soldiers to meet these expectations.  In order for them to believe in you, you must learn, know, and understand.

(2)
Where do you get this knowledge?  It starts when you begin your initial entry training (IET).  You continued your training by attending advanced individual training (AIT).  Some soldiers attend one station unit training (OSUT) which combines IET and AIT.  The noncommissioned officer education system (NCOES) provides for your formal continued education.  NCOES consists of the primary leadership development course (PLDC), basic NCO course (BNCOC) and the advanced NCO course (ANCOC) and the sergeants major course (SGMC).

There are many other formal Army schools that you could attend such as:  Ranger school, the Airborne qualification course, and Drill Sergeant school.

-You are working on another way the Army offers that will assist you in developing your knowledge:  correspondence courses.  The Army calls this Self-Development.  Also included in self development is taking classes at night to complete high school or work towards a college degree.  There are lots of ways that you can voluntarily study to improve your skills and knowledge.  Reading books on military history, historical military fiction, and books that would help you on your job is another way.

-Finally, there is the training that you participate in.  Your battalion spends a lot of time and money making plans and then executing Field Training Exercises, ARTEPs or unit rotations to the National Training Center.  All of this is done so that soldiers and teams can gain the knowledge necessary to survive in combat.

The chart below sums up what you must KNOW at the squad level.
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c.
DO.  Action is the key.  You can be all that a leader is supposed to be and know everything there is to know about being a leader, but unless you do the things that a leader must do, you are doomed to failure.  Ultimately, it is what an NCO does that is most important.  You implement the orders and instructions of your platoon leader and platoon sergeant.  It matters little whether your MOS is air defense artillery, military police, supply, or maintenance, the requirements are the same.  A leader must provide purpose, direction, and motivation.  Check out the DO chart below.
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2.
Review.  Our Army is a combination of people, doctrine, organizations, weapons, and equipment.  It is leadership, however, that brings all these together and makes them work.  To successfully lead your soldiers, there are certain things you must BE, KNOW and DO.  Complete mastery of leadership skills does not come naturally, but is rather acquired through study and application.

PART E - THE IMPORTANCE OF CHARACTER TO THE LEADERSHIP PROCESS

1.
Military leadership is the process by which a leader influences others to accomplish the mission by providing purpose, direction, and motivation.  As an NCO, you influence your soldiers in two ways: through your character and through your authority.  We will begin by discussing character as an influencing power.

a.
Character is a person's inner strength and is the link between values and behavior.  A soldier of character does what he or she believes is right, regardless of the danger or circumstances.  By your behavior you show your character.  A person who can admit he is wrong exhibits strong character. Character is built in the heat of battle and during the daily routine of garrison life.  It is built when you are put to the test and do the right thing, even when it hurts.  A wise old soldier once said, "Character is what you are, when you are alone in the dark".  There is no other way or short cut to developing character.  If you are to be a man or woman of character, you must build it.  Nobody can give it to you; nobody can take it away.

b.
Your soldiers assess your character by watching your day-to-day actions.  They know if you are open and honest with them.  They see if you are lazy, selfish, or indecisive.  They quickly determine whether you know and enforce Army standards.  Your soldiers look at your actions and form their opinion of your character.

c.
Soldiers want to be led by NCOs who provide strength, inspiration, and guidance.  They want to be winners.  Their assessment of your character will determine whether or not they are willing to trust you and follow your orders. 

2.
What good is it to know all of this information about character?  It has two very useful purposes:  It will help you to develop your own character, and it will motivate your soldiers to follow your example.  A soldier of character does what he believes is right, regardless of the danger or circumstances.  By your behavior you show your character.  So then, how should you behave?  What makes a person of strong and honorable character?

a.
Go back and look at the chart for "BE" on page 13.  It says that you must BE a person of strong and honorable character, then gives examples of character traits that a leader should have.  Let's take a look at what those really mean to the squad leader.

(1)
Determination or will is the perseverance to accomplish a goal, regardless of seemingly insurmountable obstacles.  But determination has to be backed up by action.  You can be determined to score 300 on the PT test, but if you haven't been working out, forget it.  What you have is wishful thinking and that won't cut it.  With practice, endurance, and an understanding of the task, you can and should have the determination to accomplish the mission.  Determination without fitness and knowledge is useless.

(2)
Compassion or empathy is being sensitive to the  feelings, values, interests, and well being of others.  It includes making suggestions that help people with problems.  But compassion without maturity or common sense, leads to purely emotional actions, and that's not good.  A compassionate response, tempered with common sense, is an example of responsible, caring leadership.  A mature leader does not make impulsive decisions based on childlike emotional desires or feelings, but rather wise decisions based on reason and moral principles.  Your emotions are subordinate to your reason, and you control or channel your emotions constructively to help and inspire others.

(3)
Self-discipline is doing your duty--what you ought to do--regardless of how tired you may be.  Leaders who complete correspondence courses are showing self-discipline.  If you have such discipline, you will be dependable.  Your seniors and subordinates appreciate dependability.  A disciplined unit--one that does what it ought to do, when it ought to do it--is a product of disciplined leaders who instill self-discipline in their soldiers by example, standards, and training.

(4)
Role modeling for the NCO includes both appearance and conduct.  Your personal bearing establishes the standard for your soldiers.  Your posture should be upright, your general appearance and the condition of your clothing and equipment should serve as an example.  Your manner should reflect alertness, energy, competence, and confidence.  Through voice control and gestures, you can exert a firm and steady influence over those around you.  Few things can steady the troops more than the realization that their sergeant neither looks nor acts worried.  Like they say, "never let 'em see you sweat."  Good NCOs know that their confidence in themselves, their troops, their equipment, and the outcome of a situation is reflected in their soldiers.

(5)
Initiative is the ability to take actions that you believe will accomplish unit goals without waiting for orders or supervision.  Soldiers develop respect and trust for a leader who meets new and unexpected situations with prompt action.  One way to encourage initiative in soldiers is to assign them tasks based on their grade and experience level.  This allows them to work out the details and complete the tasks.  This method frees the leader from a number of details so that he can devote more time to monitoring the activities for which he is responsible. Closely associated with initiative is resourcefulness, the ability to deal with a situation in the absence of normal resources or methods.  Under combat conditions, the unexpected is often encountered.  In these situations, failing to act cannot be excused.  When normal resources do not support a situation, another method must be found to solve the problem.

(6)
Flexibility is the capability to make timely and appropriate changes in thinking, plans, or methods when you see, or when others convince you, that there is a better way.  It doesn't mean being "wishy-washy" or indecisive.  Flexibility must be tempered with decisiveness.  Some situations have more than one solution.  The wise NCO gets the facts, weighs them, then calmly and quickly arrives at a sound decision.  All of this is largely a matter of practice and experience.  The squad leader should keep in mind that many sound ideas originate at your level, either from you or one of your soldiers.  Seek input from your soldiers, and remain open and receptive to their ideas.

(7)
Consistency means steady or regular performance.  You can't be up one day and down the next.  Your behavior should be predictable so others know what to expect from you.  You can't go crazy when PVT Smith is late for formation and joke with PVT Jones when he is late.  You should treat all soldiers the same under similar circumstances.

b.
You build strong and honorable character through hard work, study, and challenging experiences.  You must develop habits that continually develop your mind and character.

c.
Can you motivate soldiers to follow your example?  Sure, but you must learn about human nature.  There is good and bad in everyone.  An NCO must bring out the good in each soldier.  You can go a long way in stopping counterproductive behavior by being a positive role model for your soldiers.  Many soldiers want to improve, but they need discipline, organization, a good role model, and a positive set of values and habits to pattern themselves after.  You, as an NCO, must both demonstrate by example and encourage the soldier.

-You will be able to motivate your subordinates by being a positive role model who demonstrates good character traits.  You won't be able to change the character of all your soldiers, but you can influence most soldiers.  Your job is to make good soldiers out of all your people, even the problem soldiers.  You must give your soldiers confidence that they can develop their character.  Convince your soldiers that you are on their side, helping them.  Their belief that you sincerely care about them and want them to develop their character helps give them confidence necessary to become better soldiers.

3.
Review.  Military leadership is an influence process.  One way an NCO can influence others is by displaying strong and honorable character.  Your subordinates and superiors assess your

character by observing your actions.

PART F - SOLDIER EXPECTATIONS

1.
As an NCO you must learn to fulfill expectations of all soldiers, including other leaders.  What is an expectation?  An expectation is what someone thinks should happen.  Therefore, what a soldier expects from a leader is what the soldier thinks the leader should BE, KNOW, and DO.  FM 22-100 discusses the expectations soldiers have of their leader:

-Demonstrate tactical and technical competence.

-Teach subordinates.

-Be a good listener.

-Treat soldiers with dignity and respect.

-Stress basics.

-Set the example.

-Set and enforce standards.

Look familiar?  These expectations are similar to the eleven principles of leadership.  Your soldiers may not even know what the principles of leadership are but they know what they expect from you.  If you base your leadership practices on the eleven principles of leadership you will be doing the right thing.  You will also be doing what your soldiers expect.

2.
Now let's look at what each expectation means.

a.
Demonstrate tactical and technical competence.  Know your business.  Soldiers expect their NCOs to be tactically and technically competent.  Soldiers want to follow those leaders who are confident in their own abilities.  To be a confident leader you must first be competent.  Trust between soldiers and their NCOs is based on the secure knowledge that the leader is competent.

b.
Teach subordinates.  In training, NCOs must move beyond telling their soldiers what to do and when to do it.  You must take the time to share your skills and the benefit of your experience.

c.
Be a good listener.  You must listen with equal attention to your superiors and subordinates.  As an NCO you can help solve any problem for a soldier or a unit.  However, you can only do so if you know about it.  You won't know about it if you don't listen.

d.
Treat soldiers with dignity and respect.  NCOs must show genuine concern and compassion for the soldiers they lead.  It is essential that NCOs be sensitive to family members and include them in unit activities as much as possible.  Remember, respect is a two-way street; an NCO will be accorded the same level of respect that he or she shows for others.

e.
Stress the basics.  NCOs must demonstrate mastery of common soldiering skills such as marksmanship, first aid, and navigation.  Likewise, you must be skilled in your MOS, and be able to train your soldiers.

f.
Set the example.  Leaders consistently maintain the highest values of the military profession.  You encourage your soldiers to make a commitment to the same values.  NCOs take pride in selflessly ensuring mission accomplishment.  You must be aware that you are always "on parade"-24 hours a day, seven days a week.  Your actions set personal and professional examples for your soldiers to copy.

g.
Set and enforce standards.  NCOs must know, and always enforce, established Army standards.  Perhaps the most fundamental standard which must be maintained is discipline.  You and your soldiers must promptly and effectively perform their duty in response to orders.  In the absence of orders take the correct action.

PART G - PLANNING AND PROBLEM SOLVING

1.
Making sure the job gets done.  That's what you do for a living.  For that reason, this section is very important to you. It provides you with the tools to plan, solve problems and make decisions.  Earlier in this lesson we talked about providing direction and about the BE-KNOW-DO framework of Army leadership. This section discusses the DO part in more detail.  We'll discuss what you do to provide direction to your squad members by planning and making decisions.

a.
Planning is as essential in peacetime training as it is for combat operations.  Planning is usually based on guidance or a mission you receive from your platoon leader or platoon sergeant.  With this guidance or mission, you can start planning using the backward planning process.  First determine what the end result of the training or combat operations must be;  then work backward, step by step.  If you use common sense and experience, this process will help you eliminate problems, organize time, and identify details.  Backward planning is a skill, and like other skills, you can develop it with practice. The steps in the backward planning are-

-Determine the basics:  what, how, and when.

-Identify tasks you want to accomplish and establish a sequence for them.

-Develop a schedule to accomplish the tasks you have identified.  Start with the last task to be accomplished and work back to the present time.

When time allows, asking for help from your subordinates is useful.  If handled properly, you can accomplish several objectives at once, to include:  improve communications, which improve cohesion and discipline; provide motivation for the soldiers involved; and provide an understanding of your company and battalion goals and objectives.

Involving your subordinates in the planning process gives them a personal interest in seeing the plan succeed.  Just remember that as a squad leader your soldiers will not have very much military experience or knowledge.  You are the expert in the squad and you, not your soldiers, are responsible for planning and executing your plan.

b.
Making decisions and solving problems.  In combat and in training, you will face complicated problems and have to make decisions with less information than you would like.  Here is a problem-solving process that can help you:

-Recognize and define the problem.

-Gather facts and make assumptions.

-Develop possible solutions.

-Analyze and compare the possible solutions.

-Select the best solution.

The problem solving process is continuous.  Time available, urgency of the situation, and your judgment will affect your approach to decision making.  When time is scarce, you must take actions to ensure a timely decision.  A good decision made in time to implement is better than the best decision made too late.

After you have objectively and logically analyzed the possible courses of action in a situation using all available information, consider your intuitions and emotions.  The problem-solving process is not a purely objective, rational mathematical formula.  The human mind does not work that way, especially under stress.  What the mind does is both rational and intuitive.  Your intuition tells you what "feels" right or wrong.  Your intuition flows from your instincts and your experience.

Since the problem-solving process is a thought process, it is both rational and intuitive.  However, do not make the mistake of making decisions guided totally by emotions or intuitions and immediately doing what feels right.  This is a prescription for disaster.  First, follow the problem-solving process as rationally and objectively as possible.  Gather information; then develop, analyze, and compare courses of action.  Consider your intuition or hunches, your emotions, and your values.  Try to identify a "best" course of action that is logical and likely to succeed and that also feels right in terms of your intuition, values, and character.

Finally, make your decision, plan, and take action.  If you expect success, you must make high-quality decisions that your troops accept and support.  When time permits, involve your soldiers in decision making if they have information or experience that will lead to the best decision or plan.  This develops your subordinates and creates an open, trusting bond between you and them.

2.
Review.  Make a plan.  Make a plan for every day.  You need a plan to keep on track.  You'll receive guidance on what you are supposed to do from your platoon leader or platoon sergeant.  When things don't go as you've planned, figure out what went wrong and correct the situation using the problem-solving process.  Expect success.
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