LESSON FOUR

THE NINE LEADERSHIP COMPETENCIES

OVERVIEW

TASK DESCRIPTION:

TASK:

CONDITIONS:

STANDARDS:

REFERENCES:
Describe the nine leadership competencies, the attitudes necessary to support them and the factors that work against competence.

Given subcourse material.

Identify and describe the following:

The nine leadership competencies.

NCO skills.

NCO knowledge areas.

Factors that work against competence.

Attitudes.

FM 22-100, Military Leadership.

FM 22-101, Leadership Counseling.

FM 22-102, Soldier Team Development.

TC 22-9-1, Military Professionalism.

The 1989 Noncommissioned Officer Leader Development Action Plan.

INTRODUCTION
The education of a leader must build on past experience and training and have a war-fighting focus.  There are nine leadership competencies leaders must focus on.  You can use each of these areas to assess yourself and develop a plan of action to improve your leadership ability.

Did you ever get your radio or vehicle back from the direct support maintenance company and the original problem was still not fixed?  Why do you think that happened?  Because someone, either the mechanic, the quality control specialist or maybe the shop supervisor did not do his job.

How did you feel when you got your vehicle back and it still didn't work just quite right?  You were annoyed to say the least.  You expect that if you have done your best doing PMCS and doing your maintenance, when your vehicle does go down the mechanics in organizational or direct support maintenance ought to be able to fix it correctly.  I mean they are supposed to fix the stuff you break, right?

What would happen if the doctors and nurses at the hospital weren't competent?  People would die needlessly.

As soldiers it should be obvious that if we don't know how to do our job someone could die.  It could be your buddy that is depending on you.  It could be innocent civilians, or it could be you.  If we know and do our jobs correctly, it will be the enemy who dies.

Would you want to fly in a helicopter that was worked on by an incompetent mechanic?  Would you fire a weapon that had parts left over after you cleaned it and put it back together?  Would you like to go out on patrol with a squad leader who had only "simulated" his patrolling techniques?

Of course you wouldn't.  What these people all have in common is that they don't know how to do their job and they can get you killed.  You are probably already familiar with the terms technical and tactical competence.  Although being technically and tactically competent is an absolute must for a leader, there is more to being competent than that.

This lesson is about being competent.  There are nine leadership competencies for you to master.
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Figure 4-1, Leadership Competencies.

PART A - LEADERSHIP COMPETENCIES

1.
The leadership competencies cover the range of leadership abilities.  They include "people" skills, combat skills, technical skills, and developmental skills.  Everything that you do as a leader involves one or more of these competencies.

a.
The skills, knowledge, and attitudes (SKAs) presented in this lesson are based on the nine leadership competencies.  The nine competencies provide the basis for your development as an NCO.  You must start your development as an NCO by orienting on the skills, knowledge, and attitudes required for your rank and for the next rank up.  This lesson is designed to instruct you in the SKAs for the corporal, sergeant, and staff sergeants.

b.
We have divided the rest of the lesson up and have listed each competency and given you a brief explanation.  Then under each competency is a list of the skills and knowledge areas necessary for your rank.  The basic list is for corporals, then if needed, we add in those for sergeants, then staff sergeants.

(1)
Communications is the exchange of information and ideas from one person to another.  Effective communications occurs when others understand exactly what you are trying to tell them and when you understand exactly what they are trying to tell you.  You communicate to direct, influence, coordinate, encourage, supervise, train, teach, coach, and counsel.  You need to be able to understand and think through a problem and translate that idea in a clear, concise, measured fashion.  Your message should be easy to understand, serve the purpose, and be appropriate for your audience.  For more information on communications, read chapter 2 of FM 22-100.

SKILLS
KNOWLEDGE




Corporal & Sergeant
Corporal & Sergeant




-Receive and interpret information

-Issue clear and concise oral orders

-Write performance counseling statements

-Provide input on personnel actions effecting subordinates

-Participate in squad after action reviews
-Listening and watching principles (FM 22-101)

-Speaking principles

-Read at the 10th grade level

-Write at the 10th grade level




Staff Sergeant
Staff Sergeant




-Write NCOERs
-Effective Writing for Army Leaders (DA Pam 600-67)

-NCO Evaluation Reports (AR 623-205)

(2)
Supervision.  You must control, direct, evaluate, coordinate, and plan the efforts of your subordinates so that you can ensure the task is accomplished.  Supervision ensures the efficient use of material and equipment and the effectiveness of operational procedures.  It includes establishing goals and evaluating skills.  Supervising lets you know if your orders are understood and shows your interest in soldiers and the mission. Remember that over supervision causes resentment and under supervision causes frustration.  By considering your soldiers' competence, motivation, and commitment to perform a task, you can judge the amount of supervision needed.  For more information on supervision, read chapters 5 and 6 of FM 22-100.

SKILLS
KNOWLEDGE



Corporal, Sergeant and Staff Sergeant



-Enforce Army standards of appearance and conduct

-Control and account for subordinates

-Lead and evaluate individual training

-Lead squad/section in performance of collective tasks

-Supervise maintenance of equipment, living areas, and work place

-Enforce the Army Safety Program

-Enforce the Army equal opportunity and sexual harassment policies
-Duties, responsibilities and authority of a CPL, SGT or SSG

-Wear & Appearance of uniform & Drill & Ceremony

-Unit SOPs

-Army Training System and responsibilities of trainers

-Operator's manuals for squad level equipment

-Army Safety Program (AR 385 series)

-EO/sexual harassment policy (AR 600-20)

-Unit supply procedures (AR 735 series)

(3)
Teaching and counseling refer to improving performance by overcoming problems, increasing knowledge, or gaining new perspectives and skills.  Teaching your soldiers is the only way you can truly  prepare them to succeed and survive in combat. You must take a direct hand in your soldiers' professional and personal development.  Counseling is especially important in the Army.  Because of the Army's mission, leaders must be concerned with the entire scope of soldiers' well being.  Personal counseling should adopt the problem solving, rather than an advising approach.  You also need the judgment to refer a situation to your leader, the chaplain, or a service agency if it is beyond your ability to handle.  You should, of course, follow up on this action.  Performance counseling focuses on soldiers' behavior as it relates to duty performance.  Military counseling is discussed further in chapter 6 of FM 22-100, and FM 22-101 is devoted entirely to the subject.

SKILLS
KNOWLEDGE



Corporals, Sergeants and Staff Sergeants



-Teach subordinates individual tasks for CTT

-Teach subordinates MOS Skill Level 1 & 2 tasks

-Teach subordinates common leader combat skills

-Teach subordinates performance oriented training

-Coach subordinates in proper execution of tasks

-Evaluate tasks to standards

-Provide feedback through performance counseling and after action reviews
-Common Tasks Skill Levels 1 &2

-Tasks, Conditions, & Standards for individual tasks

-Common leader combat skills

-Army training system and  responsibilities of trainers (FM 25-100)

-Performance counseling of individuals (FM 22-101)

-After action review techniques

-Individual Training Evaluation Program (ITEP, AR 350-37)

(4)
Soldier-team development.  You must create strong bonds between you and your soldiers so that your unit functions as a team.  Since combat is a team activity, cohesive soldier teams are a battlefield requirement.  You must take care of your soldiers and conserve and build their spirit, endurance, skill, and confidence to face the inevitable hardships and sacrifices of combat.  The effectiveness of a cohesive, disciplined unit is built on the bonds of mutual trust, respect, and confidence. Good leaders recognize how peers, seniors, and subordinates work together to produce successes.  Soldier team development is significant in training and orienting soldiers to new tasks and units.  You can help new soldiers become committed members of the organization if you work hard at making them members of your team.  Soldier-team development is discussed further in chapter 6 of FM 22-100 and FM 22-102.

SKILLS
KNOWLEDGE



Corporal, Sergeant and Staff Sergeant



-Develop small group cohesion

-Foster loyalty and commitment

-Build spirit and confidence

-Instill discipline

-Take care of subordinates

-Lead squad/section physical fitness

-Develop and coach soldiers
-Concept of team building (FM 22-102)

-Principles of leadership (FM 22-100)

-Factors of leadership (FM 22-100)

-Human stress factors (FM 22-100)

-Customs and traditions of unit

-Promotion criteria through SSG AR (600-200)

-Decentralized promotion system

-Prerequisites for PLDC & BNCOC

-Company level disciplinary actions

-Physical fitness training (FM 21-20)

(5)
Technical and tactical proficiency.  You must know your job.  You must be able to train your soldiers, maintain and employ your equipment, and provide combat power to help win battles.  You will gain technical proficiency in formal Army training programs, self-study, and on-the-job experience.  You have to know your job so that you can train your soldiers, employ your weapons systems, and help your leader employ your unit.  Tactical competence requires you to know warfighting doctrine so that you can under- stand your leader's intent and help win battles by understanding the mission, enemy, terrain, troops, and time available.  Technical proficiency and tactical proficiency are difficult to separate. This competency is discussed in detail in chapter 5 of FM 22-100.

SKILLS
KNOWLEDGE

Corporal
Corporal

-Qualify with individual weapon (basic rifle marksmanship

-Be proficient with crew served weapons and equipment

-Perform MOS Skill Level 1 tasks to standard

-Perform Common Tasks Skill Level 1 to standard

-Be proficient in land navigation and map reading

-Use MILES equipment

-Train and lead small group collective tasks

-Perform PMCS on individual and small group weapons and equipment
-Basic rifle marksmanship for squads

-Operation, characteristics and employment of team weapons and equipment

-MOS Skill Levels 1 tasks and standards

-Common Tasks Skill Levels 1 (STP 21-1)

-Fundamentals of land navigation and map reading (FM 21-26)

-Preventive measures to environmental health threats

-Operation of MILES

-Small group collective tasks (ARTEP/AMTP)

-Common leader combat skills

-Equipment operator's manual (TM-10 series)

Sergeant
Sergeant

-Perform MOS Skill Levels 1 and 2 tasks to standard

-Perform Common Tasks Skill Levels 1 and 2 to standard

-Train and lead team collective tasks

-Perform PMCS on individual and team weapons and equipment
-Conduct of basic rifle marksmanship for teams

-MOS Skill Levels 1 and 2 tasks and standards (Soldiers Manual)

-Common Tasks Skill Levels 1 and 2 (STP 21-1 and 21-24)

-Team collective tasks (ARTEP/AMTP)

Staff Sergeant
Staff Sergeant

-Perform MOS Skill Levels, 1, 2, and 3 tasks to standard

-Perform common Tasks Skill Levels 1, 2, and 3 to standard

-Navigate and lead squad movement

-Train and lead squad collective tasks

-Employ MILES in tactical training

-Perform PMCS on individual and squad/ section weapons and equipment

-Train and lead squad in common leader combat skills
-Conduct of basic rifle marksmanship for squads

-MOS Skill Levels 1, 2, and 3 tasks and standards

-Land navigation, map reading, and squad movement techniques

-Operation of MILES in tactical training

-Squad/section collective tasks (ARTEP/AMTP)

(6)
Decision making refers to skills you need to make choices and solve problems.  Your goal is to make high-quality decisions your soldiers accept and execute quickly.  Further, it is important that decisions be made at the lowest organizational level where information is sufficient.  Like planning, decision- making is an excellent way for you to develop your leadership team.  Include subordinates in the decision making process if time is available and if they share your goals and have information that will help produce high-quality decisions.  Decision making is discussed further in chapter 6 of FM 22-100.

SKILLS
KNOWLEDGE



Corporal, Sergeant and Staff Sergeant




-Interpret information and make decisions affecting small groups, teams and squad members

-Use problem solving process

-Use ethical decision making process

-Exercise initiative in tactical situations
-Problem solving process (FM 22-100 & FM 22-101)

-Ethical decision making process (FM 22-100)

(7)
Planning is intended to support a course of action so that an organization can meet an objective.  It involves forecasting, setting goals and objectives, developing strategies, establishing priorities, delegating, sequencing and timing, organizing, budgeting, and standardizing procedures. Soldiers like to have order in their lives, so they depend on you to keep them informed and to plan training and operations to ensure success.  Including your soldiers in the planning process is an excellent teaching method.  Remember, one of your tasks is to prepare your subordinates to replace you, if necessary.  Learn more about planning in chapter 6 of FM 22-100.

SKILLS
KNOWLEDGE



Corporal, Sergeant and Staff Sergeant




-Plan small group, team and squad collective and individual training

-Use backward planning process
-Planning principles (FM 25-100)

-Training schedules and event plans (FM 25-101)

-Platoon training process

-Backward planning process (FM 22-100)

(8)
Use of available systems.  You must be familiar with techniques, methods, and tools that will give you and your soldiers the edge.  Use of available systems literally means that you know how to use the equipment, techniques, and technological means that are available to you.  This includes integrated use of all weapons and equipment available to your team or squad.  Use of available systems goes beyond just being able to use the equipment that you have, it also includes training aids, training techniques, and motivational techniques.  It includes being able to use the supply system, understanding the personnel and promotion system, and the maintenance system.  Use of available systems means that you understand current leadership, training, and warfighting doctrine and can apply them to benefit your unit. You must be able to manage this information in order to help you and your soldiers better perform the mission.  This competency, like the others will vary dependent upon your leadership position.  You must use every available system or technique that will benefit the planning, execution, and assessment of training.

SKILLS
KNOWLEDGE



Corporal, Sergeant and Staff Sergeant




-Use and control systems at squad/section level
-Systems applicable to squad/ section

(9)
Professional ethics.  As discussed in lesson two, the professional Army ethic includes loyalty to the nation, the Army, and your unit; duty; selfless service; and integrity.  This leadership competency relates to your responsibility to behave in a manner consistent with the professional Army ethic and to set the example for your subordinates.  As a leader, you must learn to be sensitive to the ethical elements of situations you face, as well as the ethical implications of your orders, plans, and policies.  You must learn to use an informed, rational decision-making process to reason through and resolve ethical dilemmas and then teach your subordinates to do the same. Professional ethics is discussed further in chapter 4 of FM 22-100.

Read the NCO's Creed again.  See how it relates to professional ethics and all of the other leadership competencies.

SKILLS
KNOWLEDGE



Corporal, Sergeant and Staff Sergeant




-Lead by example

-Practice the Professional Army Ethic

-Demonstrate high moral standards
-Professional Army Ethic (FM 100-1 & FM 22-100)

-Soldierly qualities (FM 100-1 & FM 22-100)

2.
You may be saying "Sounds pretty easy, just learn these nine competencies and I'll have it made."  Ah, but you know that nothing worth having is quite so easy.  There are some roadblocks........
a.
There are many factors that work against competence:

(1)
Laziness-not that critical because most soldiers are willing to work.  But we all sometimes tend to "cut corners" by doing a sloppy job or by saying to ourselves, "I'll finish that up later" and then not doing it.

(2)
Leaders who are only concerned with the superficial-for example, those who train only to pass an inspection versus those who train for the ultimate test-combat. Remember, we train not only to fight, we must train to win.  All of us are leaders or potential leaders.  We are responsible not only for accomplishing our mission, but also for looking out for the well-being of our subordinates.  And that means being competent enough not to get them needlessly killed or injured.

(3)
Unrealistic training-"simulated" training only.  We must train under stressful conditions as near to combat as we can safely get.  As the old saying goes, "Practice in peace what you intend to do in war."  Everything else should be second priority.

(4)
Bad orders-for example, leaders who say, "I don't care how you do it.  But you will do it or else."  "I haven't got the time to teach you.  Look it up in the manual."  "You don't need to teach this class again.  Just pencil it in on the training records."

(5)
Constant changes-multiple changes in the schedule before you can train your people in one area.  How often have you spent many hours preparing to teach a class only to have it changed at the last minute?  Have you ever been told at the last minute to teach a class that you have not prepared?

(6)
Rotation of assignments-moving from job to job without being given time to learn any of them well.  We must avoid being a jack of all trades and master of none.

b.
You must work to overcome these factors that work against competence.  At first glance you may think that there is nothing you can do to change any of these factors, but there is.  First, use your chain of command.  If one or more of these "distractors" is a problem in your squad or platoon, discuss it with your squad leader or platoon sergeant.  Secondly, always set the example. Don't you be lazy - always do a first class job.  Always train as if you are preparing for combat.  Finally, go back to the basics.  Develop the leader competencies and put them into practice, yourself.  Defend your squad against these distractors by going on the offense....and the way that you do that is to become the best NCO that you can be.

3.
Review.

a.
Leadership competencies are found across all leadership levels though their application will vary at each level.  For example, sergeants and staff sergeants are more involved in teaching and counseling individual soldiers on their MOS Skill Level 1 tasks while First Sergeants will spend more of their time ensuring that company NCOs carry out their responsibilities as trainers.

b.
All the competencies are interrelated--doing one usually involves doing others.  (Example:  Planning involves decision-making; counseling involves communication, planning, decision-making, and professional ethics.)

c.
NCOs must understand all of these leadership competencies since the lack of one may cripple any of the other eight. (Example:  A lack of ethics will eventually undermine the best-made plans and decisions.)  Look at the illustration in Figure 4-1 again.  You can see that if any of the competency building blocks in the arch would be removed, the whole thing would come crashing down.

d.
There are many factors that work against competence, laziness, leaders who are only concerned with the superficial, unrealistic training, bad orders, constant changes, and rotation of assignments.  You must work to overcome these factors.

PART B - ATTITUDES

1.
While skills and knowledge change as you move up the ranks, the attitudes, which you adopt as a junior NCO, will probably stick with you.  Therefore, it is necessary that your attitudes be ones suitable for an NCO.  The teaching of attitudes directly relates to the "BE" part of leadership as discussed in lesson one and FM 22-100, Military Leadership.

a.
Attitudes are a person's feelings toward something or someone and are expressed as likes or dislikes.  The word "attitude" is used rather loosely as a catchall term for the whole collection of one's beliefs, opinions, prejudices, and sentiments.

b.
Attitudes are learned, or caused, in much the same way as values.  This learning usually occurs gradually through many kinds of experiences over a long period of time or as the result of a particularly forceful or emotional experience.  Most attitudes are learned from experiences which make an impression and which seem to be important.

2.
The following attitudes are expected of all NCOs:

-Enforce standards

-Set the example

-Accomplish the mission

-Take care of soldiers

-Be dedicated and selfless

-Accept responsibility for self and subordinates

-Obey lawful orders

-Be honest and courageous

-Maintain physical and mental toughness

-Show competence and self-confidence

-Act fairly and equitably with subordinates

-Be loyal to the Nation and the Constitution

-Be loyal to superiors and subordinates

-Show initiative and self-motivation
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