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PART 1:  FOUNDATIONS OF CORE VALUES AND ETHICS

Introduction:  MCDP 1 states that, "As Military Professionals charged with the defense of the nation, Marine leaders must be true experts in the conduct of war."  You may have only held your commission for a short period of time, but you are now a Marine leader considered to be a professional by our society and by your organization.  Leadership training at The Basic School exposes students to the moral, ethical, and professional standards that are expected of Marine officers.  This handout and the following discussion group will help develop your understanding of what is expected of you by society and the Marine Corps.  You will have a written test on these concepts, but the true test of your understanding will not be on an exam at TBS but in your everyday life as a decision maker, starting today.  Your understanding and application of these concepts will determine your success (or failure) as an officer of Marines.  Let's begin by discussing the process of how we develop as individuals.  Moreover, this training affords students the opportunity to develop the fundamentals of sound leadership.  The goal of this training is to prepare students to successfully lead Marines on the battlefield.

"Character as Aristotle taught is a habit, the daily choice of right instead of wrong; it is a moral quality which grows to maturity in peace and is not suddenly developed on the outbreak of war.  For war, in spite of much that we have heard to the contrary, has no power to transform, it merely exaggerates the good and evil that are in us, till it is plain for all to read; it cannot change, it exposes.  Man's fate in battle is worked out before war begins.  For his acts in war are dictated not by courage, nor by fear, but by conscience of which war is the final test.  The man whose quick conscience is the secret of his success in battle has the same clear-cut feelings about right and wrong before war makes them obvious to all.  If you know a man in peace, you know him in war."

--- From Anatomy of Courage

Do our core values support our philosophy of command?

Are core values integral in how we view warfighting?

· Moral courage…MCDP 1-3, p. 116 paragraph 1 (MCDP 1, p.13-16 ethics and morals/human factors)

· Military action serves policy…political restrictions, ROES/Law of War/Code of Conduct (MCDP 1, p.24)

Do you think there are different expectations for an officer and an enlisted Marine?  Should there be a difference?

Why is it important for you as an officer to discuss core values with your Marines and impress the importance and relevance to warfighting?

Do we live up to these standards every day?  Questions that will generate debate:

· Do you know anyone that has committed adultery?  What did you do about it?

· Do you know anyone that has done drugs?  What did you do about that?

· What about the phrase what goes on float, stays on float?  Is this right?  How can you influence this?

· Should you have done something about it?  Did you have the moral courage to do something about it?

Values:  The set of values an individual has are what largely influences the types of decisions he or she makes.  (Refer to Appendix A for the definition of Values, Beliefs, and Attitudes.)

As we lead our Marines through our own example, by observing them, talking with their immediate superiors and peers, or by counseling and interviewing them, our first impression is directly linked to their behavior.  That behavior will initially suggest to us that they have certain attitudes.  After a period of time we will realize that some of those attitudes are deeply held beliefs, or values.  Realizing and understanding a Marine's attitudes and values

· Are essential for us to be able to inspire and control that person

· Will suggest what actions we need to take to deal with that individual or group

Regardless of their personal theories, all human behavioral researchers agree that we obtain our values and attitudes through our experiences in society.  There appears to be some reason to believe that earlier experiences have more impact than later ones.  In our early lives we are all strongly influenced by our parents, our teachers, and our peers.  These experiences tend to establish our early attitudes and our likes and dislikes.  As these attitudes are reinforced by successive similar experiences, they become our basic values.  Conversely, our values can have a direct effect on our attitudes and our decisions.

Categories of Values.  Because the subject of values is vague at times, it helps to place values into one of five categories as described in the table below.

	Value Category
	Description

	Personal
	· Each person’s traits that represent his or her moral character

· May have an order of importance
· Include traits such as
· Honesty
· Responsibility
· Loyalty
· Moral courage
· Friendliness

· Other examples of personal values are
· Success
· Prestige

	Social
	· May include

· Social responsibility

· Social consciousness

· Equality

· Justice

· Liberty

· Pride in one's country

· Is learned

· Involves one's relationship to society and to other people

· May be divided into four classes:

· 

	Economic
	· Are identified through such mediums as

· Equal employment

· Stable income

· Private property

· Pride of ownership

· Accumulation of wealth

· Many believe value is a commodity; its price or value is an economic value

· A car

· House

· TV


	Value Category
	Description

	Political
	Include

· Loyalty to country

· Concern for national welfare

· Democracy

· Public service

· Voting

· Civic responsibility

	Religious
	Characterized by reverence for life, human dignity, and freedom to worship


Scenario #1.  Ian goes to college

Ian graduates from high school and is accepted into a medium-sized, liberal arts school close to home.  He lives on campus and gets his first car (used K-Car) as a high school graduation gift.  The following things happen to him during his college years:

· He depends on his parents for tuition and most of his living expenses. 

· He meets his first "love" but cannot treat her the way he wants due to a "lack of funds."  She leaves him and marries a guy who drives a BMW.

· Several times he sees other students cheat on tests.  They do not get caught, and no one turns them in.  He figures, "if they want to risk it, it's their business."

· He receives a partial scholarship for being a "walk-on" to the soccer team, a sport he took up in high school.

· He has several friends who develop steady drug and alcohol habits.  He still hangs out with these people; but, with the exception of some excessive drinking his freshman year, he does not use drugs and only drinks some on weekends.  He figures, "if they want to risk it, it's their business."

· His fraternity house is filled mostly with old furniture and decor that was "appropriated" from various sources around campus. 

· He meets a Marine Corps OSO during a job seminar his senior year.  The Marine sales pitch differs because it does not promote job skills, but leadership training and decision-making.  Ian also sees that the starting wage and promotion scale for officers is not bad.

Can you list some attitudes, beliefs, and values that Ian has been exposed to and may have taken on during his college years?  Do not be fooled by the most outward and obvious ones.  Try to find some of the more hidden personal values.

Values of the Marine Corps.  Your behavior and that of your Marines must be impeccable.  The Commandant of the Marine Corps plainly states what is expected of all Marines in the way of

· Honor

· Courage

· Commitment

(See Appendix B).  America expects you to uphold the highest standards of personal conduct, 24 hours a day, during peacetime and war.  To ensure that all Marines have a uniform understanding of what is expected of them, the Marine Corps has established its own set of values that need to be at the center of everything we do and say.  These values

· Make us special

· Are what we believe in as Marines

· Are our source of strength

· Create a bond between all members of the Marine Corps family

These central, or Core Values, fall directly in line with many of the values you have learned already in life.  However, as you will see they can also differ drastically with some of our learned behaviors. 
Honor

"The bedrock of our character.  The quality that guides Marines to exemplify the ultimate in ethical and moral behavior; never to lie, cheat or steal; to abide by an uncompromising code of integrity; to respect human dignity; to have respect and concern for each other.  The quality of maturity, dedication, trust, and dependability that commits Marines to act responsibly; to be accountable for actions; to fulfill obligations and to hold others accountable for their actions."

--- C. E. Mundy, Jr.

Courage.

"The heart of our Core Values, courage is the mental, moral, and physical strength ingrained in Marines to carry them through the challenges of combat and the mastery of fear; to do what is right; to adhere to a higher standard of personal conduct; to lead by example and to make tough decisions under stress and pressure.  It is the inner strength that enables a Marine to take that extra step."

--- C. E. Mundy, Jr.

We already discussed how honor gives us a base or foundation for our character.  The above quote and the next part of the discussion describe how courage is needed to give us the ability to adhere to our convictions.  The two types of courage are 
· Physical

· Moral courage - the inner strength to do what is right, even though others may not agree.  Moral courage is the ability to make tough decisions in the face of stress and peer pressure.  Moral courage is harder to identify and to influence.  Probably the best thing for a Marine leader to do is to ensure that he gives the best example possible—"to abide by an uncompromising code of integrity."

Commitment.

"The spirit of determination and dedication within members of a force of arms that leads to professionalism and mastery of the art of war.  It leads to the highest order of discipline for unit and self; it is the ingredient that enables 24-hour a day dedication to Corps and Country; pride, concern for others; and an uncompromising determination to achieve a standard of excellence in every endeavor.  Commitment is the value that establishes the Marine as the warrior and citizen others strive to emulate."

--- C. E. Mundy, Jr.

Scenario #2.  Meet 2dLt I. N. Walllocker

After graduation from college, Ian worked for a while at a small retail business but quickly decided that he was not ready to settle down in one place in a fairly boring job.  He remembered the Marine Corps recruiter at school and went to see him.  Shortly thereafter (very shortly), he found himself attending the OCS course.  After graduation from OCS, he had three days leave and is now in his sixth week at TBS.  Here are some of the things he has seen and heard in his short time in the Marine Corps:

· Ian's OCS platoon started with 50 and graduated 27.  OCS was the hardest thing physically he had ever done. 

· A candidate in his platoon at OCS was "dropped" from the course for switching a pair of his boots with a better looking pair of the same size belonging to another candidate. 

· During week one at TBS, Ian bought a brand-new, four-wheel drive.  

· One of Ian's roommates at TBS asked for and received special permission to leave early on a Friday from the SPC to visit his very ill grandmother.  That Friday after the roommate left, his girlfriend called to find out what time to meet him at the ski-lodge.

· A lieutenant in the senior company at TBS was not allowed to graduate for cheating on his Offense Exam.  This Marine had five years prior service and will be discharged.  The Marine's roommate is the one who told the instructor that he was cheating.

· Ian was told that in order to improve on his swimming and land navigation he was expected to attend remedial sessions on Saturdays.

· Ian is a top performer in the company in academics.

Does Ian have a decision of his own to make involving moral courage?

Ian heard about the lieutenant who was turned in by his roommate for cheating.  Moral courage was required for the roommate to take this action.  It was not easy for this Marine to turn in someone who was probably a friend when other peers might have said that it wasn't any of his business.

Scenario #3.

A student while on a land navigation problem accidentally gets a glance at the grading key for his card.  His dilemma is to either continue with the problem knowing that he now has an unfair advantage or to inform the instructor of the accident and possibly have to make the event up on his own time.  

What would you do?  This or something like it will occur to you while here at TBS or on a larger scale in the FMF.  You know the textbook answer, but are you ready to act on the real life answer?

Candidates are informed of integrity at OCS; a 2dLt is continually reminded of integrity while at TBS, and all Marines know that integrity is a trait that will make or break them as a leader.  But how can you really show an understanding of integrity?  Your right or wrong decisions over a period of time will determine your integrity.  A great deal of your integrity will have to do with the values you have already developed in life.  If your values are in alignment with the Marine Corps' expectations, then you should do fine.  If they are not, then you must carefully supervise your own daily decisions and ensure that they never fall into the ever-present "gray area."  You must monitor your actions until you are certain that you understand what is expected of you.

You may be the only one who ever knows of a breach of integrity but think of what is being risked.  Once your integrity is blemished, it can be difficult or maybe even impossible to ever restore it.  Think back to Ian's roommate.  He might get away with his little vacation.  If he does, how will his roommates feel about him?  If he is willing to lie to his commanding officer for personal gain, can he be trusted in his dealings with his fellow lieutenants?  Would you want him as a fellow platoon commander in the FMF?

On the positive side, by virtue of your rank you are assumed already to have complete integrity.  If you reinforce that assumption by your good actions, then you will earn complete trust among your seniors, peers, and subordinates.  This trust is essential in building cohesion within a unit.  When Marines trust each other, they can do more as a unit and sometimes even achieve the impossible.  In order for this trust to thrive, all Marines must deal with each other with complete honesty.

"NEVER TO LIE, CHEAT, OR STEAL...” This certainly sounds like a very simple concept.  But be aware, each one of these values has "gray areas" that every day Marines all around the world misinterpret.
A lie is not just an untruthful statement but can be the withholding of information from another Marine.  It can also be something done for the benefit of the unit or the group.  Even if the end result is achieved, it is not worth it.

Ian's roommate lied to the SPC, so he could spend extra time with his girlfriend.  Maybe he had not seen her in a long time and no important classes were scheduled that Friday.  Obviously the roommate felt that a lie was justified as long as it got the desired result.

Cheating often involves shortcuts to get something done faster.  A platoon takes a shortcut that only they know about on a field problem and wins a company competition.  The platoon commander says he "exploited special knowledge" in order to win.  The commander has only shown his

· Fellow lieutenants that he is not to be trusted

· Marines that it is "O.K. to bend the rules."

Scenario #4.

You are a supply officer assigned to Special Services, MCAS, Miramar; GySgt Lighthands is your supply chief.  Last week while GySgt Lighthands was on leave, you received a new shipment of camping stoves.  You and one of your corporals inventoried them, marked them, checked their working order, and put them out for issuing.  On Monday morning when GySgt Lighthands returned to work, he noticed the stoves and stated that he had been waiting a long time for them.  At lunchtime you noticed GySgt Lighthands putting two of the camping stoves in the trunk of his car.  At that point you checked the inventory sheet and discovered the number of camping stoves had been changed by two.

What are you going to do?

In the scenario above, the GySgt who stole risked his entire career and for what?  Think of all he has lost.

The thought of outright stealing from other Marines makes most of us cringe.  But if equipment just "appears" or if it has another service’s markings on it, the "gray area" has taken over.

"I don't care where they come from, but by Friday if those two missing radios don't appear no one gets liberty."  Will the two radios appear if the Marines know their liberty is at stake?  Of course they will.  This leader has encouraged his Marines to steal.  There are proper (although time-consuming) ways of dealing with missing equipment other than by "procuring" it from other units.  This leader is showing his Marines that he only cares about his little part of the Marine Corps and that it is acceptable to damage other parts of the team (Marine, Army, etc.) to achieve mission readiness.

Scenario #5.  1STLT I.N. WALLOCKER - FMF, Camp Lejeune

Our character leaves TBS and attends the Logistics Officer Course.  He is now a salty 0402 currently assigned as the maintenance management officer and assistant logistics officer of an infantry rifle battalion at Camp Lejeune, N.C.  The following are a series of situations he is exposed to in the FMF:

· The battalion has just returned from a two-month winter training exercise.  Many staff NCOs and officers have submitted annual leave papers.

· It is Sunday morning the 10th of March.  Since Ian did not take leave, he finds himself posted as the officer of the day.  As he looks through the folder including all leave papers, Ian notices that most of the officers who are scheduled to start leave on Monday the 11th have already picked up their leave papers.  "Roger that," he says to himself.  Since SNCOs and officers have the privilege of checking out by phone and signing their own departure times on leave papers, they probably picked them up on Friday to save a trip in to work on Monday.

· At about 0730, the battalion executive officer calls.  He tells Ian to be sure to have 1stLt Peters contact him before Peters checks out on leave Monday morning.  The XO has tried to contact Peters at home, but no one answers the phone.  He thinks that Lt Peters is either at church, brunch, or both.  He knows that Lt Peters is slated to start leave on Monday and will be going to Florida for 10 days.

· Ian tells the XO that Lt Peters has already picked up his leave papers but has not checked out by phone yet.  When he does, Ian will inform him to get in touch with the XO.

· On a hunch, Ian calls the leave address phone number listed on the unit copy of Lt Peters' leave papers.  Peters answers the phone.  Ian asks him what the heck he is doing in Florida when his leave does not start until Monday.  Lt Peters says that he had the chance to catch a military hop on Saturday, and since it was a weekend he would just sign his own leave papers on Monday when it was time to start leave.

· Lt Peters tells Ian, "Hey Ian, remember the LPA (lieutenant protection association)?  Can you cover for me with the XO?"

· What should Ian tell him?

· Has Lt Peters violated any rules?  If so how, and what does he stand to loose?

· What does Lt Wallocker stand to lose if he covers for the other lieutenant?

Do what is right!  The problem is that sometimes what one person believes is acceptable can differ drastically from what is right.

Professional Ethics

Professional ethics is defined as “additional ideals and practices that grow out of one's professional privileges and responsibilities.  An attempt to define situations that otherwise would remain uncertain and to direct the moral consciousness of the members of that profession to its peculiar problems."  The military expects us to act ethically with respect to our chosen trade.  Our own set of unique codes and rules that we can call our code of ethics also defines our behavior.  Some examples of those rules particular to our profession are 

· The Uniform Code of Military Justice 

· The Law of Land Warfare

· Code of Conduct

· Oath of Office

These are our own sets of guidelines for our profession of arms.  You must be familiar with these and others if you are to have the knowledge needed to function in an ethical manner.

We have now discussed our core values and ethics and have concluded that these are essential elements for all Marines.  These values together give us a basis to make proper decisions under pressure and to correctly execute the "special trust and confidence" that the American people have placed in us.  Let's talk now about some additional responsibilities that you have to society and to the Marine Corps.

Core Values, Professionalism, Societal Expectations…

Obedience/Loyalty.  Members of the military profession do not make national policy, but rather they carry out the decisions our elected civilian leaders make.  We must also obey the rules and laws imposed by our society and not make up our own.  At the lower levels, we must obey and follow the orders of our superiors.  This does not mean that you should be an unthinking puppet incapable of your own thoughts and decisions.  However, it does mean that once your advice has been given and received, you must carry out your orders as quickly as you can with complete loyalty to your chain of command, whether you agree with them or not.

Discipline/Self-Discipline.  You will surrender a share of your personal freedom and adopt a more disciplined life to help in the defense of the nation.  Initially adapting to this change can be difficult, but over a period of time you will accept it as part of your profession.  In the face of rapid changes and daily stress, you will develop the ability to remain calm and capable of making well thought-out decisions.  Your life-style and work environment will demand much more of you than the average person; however, your high level of discipline will enable you to carry out your duties.

Selflessness.  You are expected to place duty above self-interest.  We do not serve the nation for public acclaim or for "good pay."  You might do a great amount of work preparing your unit for a certain inspection, spending your own personal time on weekends making sure that each little detail is just right.  When the unit does well, your satisfaction should come when your unit performs in an outstanding manner.  Perhaps you will receive some special recognition, but if you do not, it should not matter to you.  You should be ambitious, seeking promotion and increased responsibility, but the welfare of the nation and that of your fellow Marines should be the dominant part of your life.

What does a good understanding of these things give us?  Ultimately, we strive for the ability to make correct, ethical decisions.  Why is a good ethical understanding important to Marine leaders?

This "spirit of determination" is an essential element that all Marines who call themselves professionals must have.  It is what gives us that will to win at all times and in any condition.  It is why the word "Marine" describes more than a person in a military branch, but someone who is professional in everything they do.

Summary.

“If you are to become a military professional, you must live a life of sacrifice of personal freedom, of wealth, and if necessary, even of life itself.  It is no easy road, for civilian contemporaries will reward you with little praise.  Society will pay you a comfortable wage, but no more.  You will have to develop a deep understanding of military art and science, and this will require continuous study.  You will be expected to live by a high ethical code.  Most importantly, you will have to dedicate a great portion of your adult life to the service of your nation.  You will be doing important and challenging work, and you will be working with an outstanding group of people during your career.  Yours will be an honorable calling – the profession of arms.”

--- The Military Professional in America by LtCol John F. Shiner
PART 2:  FOUNDATIONS OF LEADERSHIP

What is the Marine Corps' philosophy of leadership?

Do not look for a definition; you will not find one.  Our philosophy of leadership is a theory.  It is a belief in values and human qualities that collectively accomplish the objectives of leadership.  By analyzing the nature of war and understanding the Marine Corps' philosophy of command, you will be better equipped to develop the qualities necessary to effectively influence men in the preparation and conduct of war.  Our philosophy of leadership should serve as an umbrella for the rest of the leadership instruction and guide you in the development of your own leadership style.

Sound leadership is not based on guesswork or native ability; most men can analyze and cultivate its fundamentals.  In fact, this handout is based on the belief that intuitive leadership alone is not sufficient.  Leaders can improve their performance through

· Study

· Analysis of their own leadership behaviors

· Practice

Taken alone, however, no amount of knowledge will improve insight and judgment or increase the ability to act wisely under conditions of responsibility.  A person may know everything in our lessons and still be a poor leader.  Most leadership problems have no single clear-cut answers.  Each situation should be treated as a new one, requiring imagination, understanding, and skillful action.  Leaders exploit the ideas presented in our leadership instruction; evaluation of the situation will show them which direction their action must take.

Read the professionalism and philosophy of command sections of MCDP 1.  What are some tenets of our philosophy of command?  How would you characterize the desired relationship between a leader and his Marines?  What advantage will this relationship foster?

In B0301, Theory of War, you discussed the environment that we expect to fight in:  friction, disorder, violence, and uncertainty are expected.  Human emotions will shape war.  From your understanding of the nature of war, will management or leadership have a greater impact on the performance of Marines on the battlefield?  Why?
Leadership Traits and Principles.  Much as you did at OCS or the service academy, your Marines are required to memorize and abide by the traits and principles taught at basic training.  These fourteen traits and eleven principles do not come with a manufacturer's warranty guaranteeing that, if followed, they will produce effective leaders.  They will, however, serve as tangible goals and standards to strive for, and can serve as "yardsticks" to help determine your leadership ability and that of your subordinates.

Rethink these following traits and principles.  What is their relationship to morale, discipline, esprit de corps and proficiency?  How do they apply to our warfighting and leadership philosophy?

Leadership Traits
The table below lists the fourteen leadership traits, their definitions, and their significance.

	Leadership Trait
	Definition
	Significance

	Bearing
	Creating a favorable impression at all times in

· Carriage

· Appearance

· Personal conduct
	· The ability to look, act and speak like a leader whether or not these manifestations indicate ones true feelings

· Signs of these traits are

· Clear and plain speech

· An erect gait

· Impeccable personal appearance

	Courage
	A mental quality that recognizes fear of danger or criticism, but enables you to proceed in the face of it with calmness and firmness
	Knowing and standing for what is right, even in the face of popular disfavor

	Decisiveness
	Ability to

· Make decisions promptly

· Announce decisions in a clear, forceful manner
	· The quality of character that guides you to

· Accumulate all available facts in a circumstance

· Weigh the facts

· Choose and announce an alternative that seems best

· Often better to make a decision promptly than to make a potentially better one at the expense of more time

	Dependability
	The certainty of proper performance of duty
	· The quality that permits a senior to assign a task to a junior with the understanding that it will be accomplished with minimum supervision

· Includes the assumption that initiative will be taken on small matters not covered by instructions

	Endurance
	The mental and physical stamina measured by the ability to withstand

· Pain

· Fatigue

· Stress

· Hardship
	· The quality of withstanding pain during a conditioning hike to improve stamina is crucial to developing leadership

· In physical endeavors, leaders are responsible for

· Leading their units

· Motivating their units

	Enthusiasm
	The display of sincere interest and exuberance in the performance of duty
	Displaying

· Interest in a task

· Optimism that the task can be successfully complete

greatly enhances the likelihood the task will be successfully finished

	Initiative
	Taking action in the absence of orders
	NCOs often work without close supervision, so emphasis is placed on being a self-starter

	Integrity
	· Uprightness of character and soundness of moral principles

· The quality of truthfulness and honesty
	· A Marine’s word is his or her bond

· Nothing less than complete honesty is acceptable in all of your dealings with

· Subordinates

· Peers

· Superiors

	Judgment
	The ability to weigh facts and possible solutions on which to base sound decisions
	Sound judgment is important to a leader to gain the respect of subordinates


	Leadership Trait
	Definition
	Significance

	Justice
	· Giving reward and punishment according to the merits of the case in question

· The ability to administer a system of rewards and punishments impartially and consistently
	The quality of displaying fairness and impartiality is critical to gain the trust and respect of people, particularly in the exercise of responsibility as a leader

	Knowledge
	Understanding of a science or an art

The range of one’s information, including

Professional knowledge

An understanding of your Marines
	The gaining and retaining current developments in

· Military and naval science

· World affairs

is important for your growth and development

	Loyalty
	Quality of faithfulness to 

· The Corps

· The unit

· One’s seniors

· One’s subordinates

· One’s peers
	· The Marine Corps motto:  Semper Fidelis

· You owe unswerving loyalty up and down the chain of command, to

· Seniors

· Subordinates

· Peers

	Tact
	The ability to deal with others without creating offense
	· The quality of consistently treating peers, seniors, and subordinates with respect and courtesy is a sign of maturity

· This deference must be extended under all conditions, regardless of true feelings

	Unselfishness
	Avoidance of providing for one’s own comfort and personal advancement at the expense of others
	· The quality of looking out for the needs of your subordinates before your own is the essence of leadership

· This quality should not be confused with putting these matters ahead of mission accomplishment


Leadership Principles

The table below describes the eleven leadership principles to follow.

	Leadership Principle
	Discussion

	Be technically and tactically proficient.
	· Before you can lead, you must be able to do the job

· Know your job

· Demonstrate your ability to accomplish the mission

· Be capable of answering questions and demonstrating competence in your MOS

· Respect is the reward of the Marine who shows competence

· Tactical and technical competence can be learned from books and from on-the-job training

	Know yourself and seek self-improvement.
	· Developed by the use of leadership traits

· Evaluate yourself using the leadership traits and determine your strengths and weaknesses

· Work to improve your weaknesses

· Use your strengths

· With your experience and knowledge of yourself and of group behavior, determine the best way to deal with any situation.  With some Marines and in certain situations, the

· Firm, hard stand may be most effective

· "Big brother" approach may work better

· Improve yourself in many ways

· Read

· Observe

· Ask your friends and seniors to honestly evaluate your leadership to find your weaknesses and strengths


	Leadership Principle
	Discussion

	Know your Marines and look out for their welfare.
	· One of the most important principles

· Know your Marines and how they react to different situations.  This knowledge can save lives.  Never put a Marine who is nervous or lacks self-confidence in a situation where an important, instant decision must be made

· Knowing your Marines' personalities will enable you to

· Decide how to best handle each Marine

· Determine when close supervision is needed

	Keep your Marines informed.
	Marines are by nature inquisitive.  To promote efficiency and morale and when time and security permit, as a leader, 

· Inform your Marines of all happenings

· Informing them of the situation makes them feel like a part of the team and not just a cog in a wheel

· Informed Marines perform better and, if knowledgeable of the situation, can carry on without your personal supervision

· Give reasons why things are to be done.  The key to giving out information:  be sure the Marines have enough information to

· Do their job intelligently

· Inspire their initiative, enthusiasm, loyalty, and convictions

	Set the example.
	· As you make rank through promotion, do not take on the attitude of "do as I say, not as I do."  Nothing turns Marines off faster!

· As a Marine leader your duty is to set the standards for your Marines by personal example in your

· Appearance

· Attitude

· Physical fitness

· Personal example

· The Marines in your unit watch you for all of these standards.  If your personal standards are

· High, you can rightfully demand the same of your Marines

· Not high, you are setting a double standard for your Marines, and you will rapidly lose their respect and confidence

· Remember your Marines reflect your image!  Leadership is taught by example

	Ensure the task is understood, supervised, and accomplished.
	· Necessary in the exercise of command

· Before you can expect your Marines to perform, they must know first what is expected of them

· Communicate your instructions in a clear, concise manner

· Talk at a level your Marines are sure to understand, but not at a level so low that you insult their intelligence

· Before your Marines start a task, allow them a chance to ask questions or seek advice.  Supervision is essential

· Without supervision you cannot know if the assigned task is being properly accomplished

· Subordinates view over supervision as harassment and it effectively stops their initiative

· Allow subordinates to use their own techniques

· Periodically check their progress


	Leadership Principle
	Discussion

	Train your Marines as a team.
	· With perfection and teamwork as a goal, every waking hour Marines should be

· Trained and schooled

· Challenged and tested

· Corrected and encouraged

· When not at war, Marines are judged in peacetime roles--perfection in

· Drill

· Dress

· Bearing

· Demeanor

· Shooting

· Self-improvement

· Performance, more than anything else

· No excuse can be made for leaders’ failure to

· Train their Marines to the highest state of physical condition

· Instruct their Marines to be skillful as the very best in the profession of arms

· Train with a purpose, emphasizing the essential element of teamwork.  The sharing of hardships, dangers, and hard work

· Strengthens a unit and reduces problems

· Develops teamwork

· Improves morale and esprit

· Molds a feeling of unbounded loyalty--the basis for what makes men fight in combat, the foundation for bravery and for advancing under fire

· Troops don't complain of tough training--they seek it and brag about it.

· Teamwork is

· The key to successful operations

· Essential from the smallest unit to the entire Marine Corps

· As a Marine officer, insist on teamwork from your Marines

· Train, play, and operate as a team

· Be sure each Marine knows his or her position and responsibilities within the team framework

· When team spirit is in evidence, the most difficult tasks become much easier to accomplish.  Teamwork is a two-way street

· Individual Marines give their best

· The team provides the Marine with security, recognition, and a sense of accomplishment

	Make sound and timely decisions.
	· Be able to rapidly estimate a situation and make a sound decision based on that estimation.  Hesitation or a reluctance to make a decision leads subordinates to lose confidence in your abilities as a leader.  Loss of confidence in turn creates confusion and hesitation within the unit.

· Once you make a decision and discover it is the wrong one, don't hesitate to revise your decision.  Marines respect the leader who corrects mistakes immediately instead of trying to bluff through a poor decision.

	Develop a sense of responsibility among your subordinates.
	· To show your Marines that you are interested in their welfare, give them the opportunity for professional development.

· Assigning tasks and delegating the authority to accomplish tasks

· Promotes mutual confidence and respect between the leader and subordinates

· Encourages the subordinates to exercise initiative and to give wholehearted cooperation in the accomplishment of unit tasks

· When you properly delegate authority, you demonstrate faith in your Marines and increase their desire for greater responsibilities.  If you fail to delegate authority, you indicate a lack of leadership, and your subordinates may take it to be a lack of trust in their abilities.


	Leadership Principle
	Discussion

	Employ your unit in accordance with its capabilities.
	A task’s successful completion depends on how well you know your unit's capabilities

· If the task assigned is one your unit has not been trained to do, failure is very likely to result.  Failures lower your unit's morale and self-esteem.  You wouldn't send a cook section to "PM" a vehicle nor would you send three Marines to do the job of ten.

· Seek out challenging tasks for your unit, but be sure your unit is prepared for and is able to successfully complete the mission.

	Seek responsibility and take responsibility for your actions.
	· For professional development, actively seek out challenging assignments

· Use initiative and sound judgment when trying to accomplish jobs that are not required by your grade

· Seeking responsibilities also means you take responsibility for your actions

· You are responsible for all your unit does or fails to do

· Regardless your subordinates’ actions, the responsibility for the decision and its application falls on you

· Issue all orders in your name

· Stick by your convictions and do what you think is right

· Accept justified and constructive criticism

· Never remove or demote a subordinate for a failure resulting from your own mistake


Read Appendix C of this handout, a Marine Corps Manual extract.  In your opinion, what qualities of a leader will secure the trust of his Marines?
Terms

Beyond definitions, you must understand relationships between terms.  The table below lists the definitions and describes the relationship of the terms to your role as a leader.

	Term
	Definition
	Relationship

	Command
	The authority a person in the military lawfully exercises over subordinates by virtue of his rank and assignment or position
	A legal status based on rank and position; includes broad responsibilities for the performance of all personnel and assets

	Management
	The process of planning, organizing, coordinating, directing, and controlling resources such as people, material, time, and money to accomplish the organization's mission
	· Deals with resources

· Is impersonal and normally has only an indirect influence on subordinates

· Uses an analytical approach to mission accomplishment

	Leadership
	· Military leadership - the act of influencing others in such a manner as to accomplish the mission

· General John A. Lejeune defined military leadership as "the sum of those qualities of intellect, human understanding and moral character that enable a person to inspire and to control a group of people successfully."
	· A personal relationship

· Is an art dependent on personal character

· Relies on inspiration and personal influence to accomplish the mission


A good understanding of the relationship between authority, accountability, and responsibility is necessary to develop leadership among subordinates and within units.  When Marines are given sufficient authority to allow them to carry out their duties, and when held accountable for the exercise of that authority, Marines develop responsibility.

· Authority is the legitimate power of a leader to direct those subordinate to him to take action within the scope of his position.  By extension, this power, or a part thereof, is delegated and used in the name of the commander.  All leaders regardless of rank are responsible to exercise their authority to accomplish the mission.  Equally important, however, is the idea that when a Marine of any rank is given responsibility for a mission they must also be given the degree of authority necessary to carry it out.

· Responsibility is the obligation to act or to do.  Responsibility is that which one must answer for to his seniors or juniors.  Responsibility

· May include, but is not limited to

· Assigned tasks

· Equipment

· Personnel

· Money

· Morale

· Leadership

· Is an integral part of a leader's authority.  The leader is responsible at all levels of command for what his Marines do or fail to do, as well as for the physical assets under his control.

· Is inherent for all individuals.  Ultimately, all Marines are morally and legally responsible for their individual actions.  Paragraph 1100 of the Marine Corps Manual states that

· Individual responsibilities of leadership are not dependent on authority

· All Marines are expected to exert proper influence upon their comrades by setting examples of obedience, courage, zeal, sobriety, neatness, and attention to duty.

· Accountability is the reckoning, wherein leaders answer for their actions and accept the consequences, good or bad.  Accountability

· Is the very cornerstone of leadership.  If individuals in leadership positions, whether fire team leader or battalion commander, are not accountable, the structure on which the Corps is founded would be weakened and eventually disintegrate

· Establishes reasons, motives, and importance for actions in the eyes of seniors and subordinates alike

· Is the final act in the establishment of one's credibility.  Plainly speaking, the accountable leader is saying, "The buck stops here!"

· Results in rewards for good performance as well as punishment for poor performance.

Indicators of Unit Effectiveness.  Many characteristics of a Marine unit indicate success or failure.  We will discuss four indicators that can be used as a gauge for measuring a unit’s effectiveness:

· Morale

· Discipline

· Esprit de corps

· Proficiency 

Certain factors may have an effect on more than one of the indicators.  For example, a low delinquency rate may indicate not only good discipline, but also high morale and esprit de corps.  Although discipline, esprit de corps, and proficiency are dependent on the degree of morale present, all four are of equal importance.  The other three depend on morale because it is the sum total of all the attitudes of the Marine.  Morale is the fertile soil in which seeds of discipline, esprit de corps, and proficiency are sown.  Thus, while leaders should strive for increasing morale, their efforts must always be directed toward building all the characteristics of leadership.  The absence or reduction of one indicator could adversely affect or destroy the others.

Morale

Morale is the individual's state of mind.  It depends on his attitude toward everything that affects him, his fellow Marines, his leaders, Marine life in general, and other things important to him.  Morale is closely related to satisfying the Marine's needs.  If the training, administering, and fighting of a unit is conducted so that the Marine's needs are satisfied, a favorable attitude will be developed.  High morale is a state of mind which gives a Marine a feeling of confidence and well being that enable him to face hardship with courage, endurance, and determination.  The state of morale is constantly changing.  The morale of a unit can be a measurement of the leader's ability.  Leaders can measure morale by close observation of their Marines in their daily activities, by inspecting and talking to them.  Specific items to note are

· Appearance

· Personal conduct

· Standards of military courtesy

· Personal hygiene

· Use of recreational facilities

· Excessive quarreling

· Harmful or irresponsible rumors

· Condition of mess and quarters

· Care of equipment

· Response to orders and directives

· Job proficiency

· Motivation during training

· Evaluation of administrative reports.  Particularly valuable are reports which concern

· Arrest; military or civil

· Damage to, or loss of equipment through carelessness

· Family problems

· Indebtedness

· Malingerers

· Absent without leave or deserters

· Requests for transfer

· Self inflicted wounds

· Sick call rate

· Stragglers

· Reenlistment rates

· Congressional inquiries

Esprit de Corps. 

Esprit de corps is the loyalty to, pride in, and enthusiasm for the unit shown by its members.  Whereas morale refers to the attitude of the Marine, esprit de corps is the unit's spirit.  It is the common spirit reflected by all members of a unit and provides group solidarity.  It implies devotion and loyalty to the unit, and a deep regard for the unit's history, traditions, and honor.  Esprit de corps depends on the satisfaction the members get from belonging to the unit and confidence in their leaders.  Evaluation of esprit de corps concerns

· Expressions from your Marines showing enthusiasm for and pride in their unit

· A good reputation among other units

· A strong competitive spirit

· Willing participation by your Marines in unit activities

· Pride in traditions and history of the unit

· Readiness on the part of your Marines to help one another

· The belief that their unit is better than any other unit

· High reenlistment rate in the unit

Discipline. 

Discipline is the individual or group attitude that ensures prompt obedience to orders and initiation of appropriate action in the absence of orders.  When achieved in a unit, discipline is an attitude that keeps Marines doing what they are supposed to do and as they are supposed to do it through strong inner conviction.  Good discipline is constant and functions whether or not outside pressure and supervision is present.  Discipline is the result of good training and intelligent leadership that helps Marines withstand the shock of battle and face difficult situations without faltering.  Since success in combat frequently depends upon a unit's or individual’s immediate positive response, discipline demanded in the Marine Corps is far more exacting than discipline in other walks of life.  Before Marines can act resourcefully in the absence of orders, they must understand what is to be done and the roles they must play; this requires training.  Before they can respond to orders, they need confidence in their seniors; this requires leadership.  Evaluation of discipline requires the evaluation of these factors:

· Attention to detail

· Harmonious relations between unit members

· Devotion to duty

· Proper senior/subordinate relationships

· Proper conduct on and off duty

· Standards of cleanliness, dress, and military courtesy

· Promptness in responding to commands and directives

· Adherence to the chain of command

· Ability and willingness to perform effectively with little or no supervision

Proficiency.

Proficiency is the technical, tactical, and physical ability of the Marine and the unit to perform the job or the mission.  Unit proficiency is the sum of the skills welded together by the leader into a smooth functioning team.  A unit will attain proficiency when its leader demands high standards of individual and group performance.  Proficiency results largely from training.  Therefore, much of the leader's time must be spent supervising training.  Some of the factors to be considered in evaluating proficiency are

· Personal appearance and physical condition of your Marines

· Appearance and condition of weapons, equipment, and unit area

· Reaction time of unit under various situations and conditions

· Professional attitude demonstrated by the unit and its members

· Troop leading ability of junior leaders

· Promptness and accuracy in disseminating orders, instructions, and information

· Degree of skill demonstrated when accomplishing tasks

Developing Indicators of Unit Effectiveness.  Developing indicators of unit effectiveness is a continuous process.  If leaders understand the factors and forces that produce desired results, they will be better able to direct their efforts along productive lines.  Certain actions will help develop specific indicators.  An action designed to improve one of the indicators of leadership may also affect the others.  The table below lists some specific steps that will develop each indicator.

	Indicator
	Steps to Develop Indicator

	Morale
	· Teach belief in the cause and mission

· Instill in your Marines confidence in themselves and their

· Leaders

· Training

· Equipment

· Help with job satisfaction by carefully considering job assignments

· Keep your Marines aware of your concern for their

· Physical, moral, and spiritual welfare

· Dependents’ welfare

· Establish an effective awards program

· Make your Marines feel they are essential to the unit

· Recognize the Marine's desire to retain his individuality and treat him as an individual

· Encourage the strengthening of their family ties, and religious association


	Indicator
	Steps to Develop Indicator

	Esprit de Corps
	· Start newly assigned Marines off right with a reception program that explains the unit's

· History

· Traditions

· Present role

· Develop the feeling that the unit must excel

· Recognize and publicize achievements of the unit and its members

· Make use of ceremonies, symbols, slogans, and military music

· Use competition to develop teamwork

· Make proper use of decorations and awards

	Discipline
	· Demonstrate discipline by your own conduct and example

· Institute a fair and impartial system for punishment and an equitable distribution of privileges and rewards

· Strive for mutual confidence and respect through training

· Encourage and foster the development of self-discipline among your Marines

· Be alert to conditions conducive to breaches of discipline and eliminate them where possible

	Proficiency
	· Thoroughly train your Marines in their duties

· Emphasize teamwork through the chain of command

· Establish a sound physical conditioning program

· Provide for cross training

· Participate in realistic training exercises

· Provide your Marines with frequent opportunities to perform duties of the next higher echelon

· Ensure by inspections and training tests that your command is being developed in accordance with training programs and doctrine prescribed by higher authority

· Set high standards of performance and insist that they be met

· Institute and promote a professional military education reading program


Read these scenarios.  Using the leadership traits, principles, and indicators of unit effectiveness as a guide, and keeping in mind the relationship between authority, accountability, and responsibility, identify leadership fundamentals that are lacking or that are present and recommend courses of action.

Scenario #1

You are invited by a fellow platoon commander to go to a bar.  While there, you notice some of your Marines and exchange greetings.  Later in the evening they offer to buy you a drink and sit down to talk.  While talking, you notice that they drop the “sir” and “lieutenant.”  You didn’t correct them in order to avoid any discomfort to them or yourself.  The next day, your platoon sergeant mentions that he/she heard that you had a pretty good evening and that you were getting pretty tight with some of the troops.

What leadership fundamentals are lacking?

_____________________________________________________________________________________________

What is the best course of action to take in this situation?

_____________________________________________________________________________________________

Scenario #2

Your battalion is deploying on a six-month Med. Cruise four days from now.  LCpl Smith, a member of your platoon, was married six weeks ago to his high school sweetheart and moved her into a trailer in town.  They have just learned that she is two months pregnant.  He and his wife feel that he should be excused from the deployment.  He has requested to speak with you because his squad leader and platoon sergeant advised him that he would have to go on the cruise and that he would have to make other arrangements for his family.

What leadership fundamentals are lacking?

_____________________________________________________________________________________________

What is the best course of action to take in this situation?

_____________________________________________________________________________________________

Scenario #3

Your squad leaders are very active, exercise broad authority, and have a strong influence on their Marines.  Fire team leaders have not been showing much initiative.  They are competent, but are not forceful.  Fire team members often seem confused but are attentive to both fire team and squad leaders.

What leadership fundamentals are lacking?

_____________________________________________________________________________________________

What is the best course of action to take in this situation?

_____________________________________________________________________________________________

Scenario #4

Your SNCO does not seem at all enthusiastic about the decisions you make and the orders you give.  Additionally, he doesn't supervise the carrying out of those orders unless he is specifically told to do so.

What leadership fundamentals are lacking?

_____________________________________________________________________________________________

What is the best course of action to take in this situation?

_____________________________________________________________________________________________

Scenario #5

Your unit training has been conducted in garrison and classrooms for the last two weeks.  You notice that the interest and attention is poor in spite of excellent instruction.  You also notice that past field exercises have had a lot of dead time, sitting or standing around.  You are going to the field next week and will have every morning and evening to do as you desire with your platoon; the company will schedule the afternoons.

What leadership fundamentals are lacking?

_____________________________________________________________________________________________

What is the best course of action to take in this situation?

_____________________________________________________________________________________________

Scenario #6

You see a PFC wandering around in your company area.  He looks tired and bewildered.  Your questioning reveals that he just checked into the company last night and slept on a couch in the recreation room, missed morning chow because he didn’t have a meal card, and has only seen a clerk in the company office who told him to come back when she wasn’t so busy.

What leadership fundamentals are lacking?

_____________________________________________________________________________________________

What is the best course of action to take in this situation?

_____________________________________________________________________________________________

Read appendices D and E, which contain additional information about leadership in battle and knowing yourself and your Marines.

Summary.  Effective leaders are those who use the fundamentals of leadership with an awareness of the forces that are influencing both their behavior and that of their Marines.  They understand themselves, their Marines, their jobs, and the situation.  Understanding, however, is not enough.  Effective leaders are also able to evaluate units using leadership fundamentals, act appropriately in light of their awareness, assess the forces that influence their actions, and then behave in a manner that produces the best results.

APPENDIX A

DEFINITIONS
Attitude - An individual's or group's feeling toward something or someone that are expressed in likes and dislikes.

Behavior - An individual's or group's outward manifestation of either attitudes or values.

Code of Ethics - The rules of conduct generally recognized in respect to a particular class of human actions; e.g., medical ethics, legal ethics.  It serves to crystallize moral opinion and to define behavior in specialized fields.

Duty - The conduct or actions required of a person based on moral grounds.

Ethics - A set of standards or value system by which free, human actions are ultimately determined right or wrong, good or evil.  While most people use the terms morals and ethics synonymously, "morals" and "morality" usually refer to conduct or behavior patterns, whereas "ethics" and "ethical" refer to the study of these matters or to a system of ideas about them.  For example, we usually speak of a "moral" man and of an "ethical" system or code.

Military Ethics - That set of professional ethics specifically applied to the military.

Military Professional - A military professional is a person who has undergone preparation and training.  A professional possesses the knowledge on which professional actions are based and the ability to apply this knowledge in a practical way.  Furthermore, the professional leader knows the principles of leadership and how to apply them to his unit's advantage.  He accepts the service motive of his work.  His profession is a means of earning a living, but wages do not become the primary purpose of their work.

Morals - Pertaining to or concerned with right conduct or the distinction between right and wrong.  Morality covers the extensive field of personal and social behavior.

Profession - A profession is based on a proven, systematic body of knowledge and thus intellectual training.  A profession maintains an experimental attitude toward information, and thus requires a search for new ideas.  A profession emphasizes service to others, and usually develops a code of ethics that requires that financial return not be the only motive.  Entrance into a profession is usually restricted by standards established by an association that requires its members to be accepted by a group composed of people with common training and attitude.

--- San C. Sarkesian, The Professional Army Officer in a Changing Society.
Professional - To be called a professional is to be qualified and perceived of as an expert.  The word identifies a person as one who has more than an occupational commitment to his specialty.  Indeed, some would say that the commitment is a lifetime one.  Yet it is more than this, for a profession normally requires special skills, a high degree of formal education, and fulfills special needs of society.

--- FM 22-100

Professional Ethics - Refers to and deals with additional ideals and practices that grow out of one's professional privileges and responsibilities.  It applies to certain groups and is the attempt to define special situations that otherwise would remain uncertain and to direct moral consciousness of the members of the profession to its peculiar problems.

--- Joseph L. Massie, Essentials of Management
Value - An individual's or group's ideas about worth or importance of people, things, and concepts.

ADDITIONAL RESOURCES

The Marine Corps Manual

The Marine Corps Officer's Guide

The Armed forces Officer

FM 22-100 Military Leadership
DOD Dir 5500.7 Standards of Conduct
Code of Conduct.
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APPENDIX B

COMMANDANT’S STATEMENT
ON
CORE VALUES OF UNITED STATES MARINES

Generation after generation of American men and women have given special meaning to the
term United States Marine. They have done so by their performance on and off the
battlefield. Feared by enemies, respected by allies, and loved by the American people,
Marines are a "special breed." This reputation was gained and is maintained by a set of
enduring Core Values. These values form the cornerstone, the bedrock, and the heart of our
character. They are the guiding beliefs and principles that give us strength, influence our
attitudes, and regulate our behavior. They bond our Marine Family into a total force that
can meet any challenge.

HONOR: The bedrock of our character. The quality that guides Marines to exemplify the
ultimate in ethical and moral behavior; never to lie, cheat, or steal; to abide by an
uncompromising code of integrity; to respect human dignity; to have respect and concern for
each other. The quality of maturity, dedication, trust, and dependability that commits
Marines to act responsibly; to be accountable for actions; to fulfill obhgauons and to

hold others accountable for their actions.

COURAGE: The heart of our Core Values, courage is the mental, moral, and physical
strength ingrained in Marines to carry them through the challenges of combat and the
mastery of fear; to do what is right; to adhere to a higher standard of personal conduct; to
lead by example, and to make tough decisions under stress and pressure. It is the inner
strength that enables a Marine to take that extra step.

COMMITMENT: The spirit of determination and dedication within members of a force
of arms that leads to professionalism and mastery of the art of war. It leads to the highest
order of discipline for unit and self; it is the ingredient that enables 24-hour a day dedication
to Corps and Country; pride; concern for others; and an unrelenting determination to achieve
a standard of excellence in every endeavor. Commitment is the value that establishes the
Marine as the warrior and citizen others strive to emulate.

Reaffirm these Core Values and ensure they guide your performance, behavior, and conduct
every minute of every day. ’

General, U.S. Marine Corps
Commandant of the Marine Corps
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APPENDIX C

MARINE CORPS MANUAL (EXTRACT)

1100.
MILITARY LEADERSHIP

1.
Purpose and Scope

a.
The objective of Marine Corps leadership is to develop the leadership qualities of Marines to enable them to assume progressively greater responsibilities to the Marine Corps and society.


b.
Marine Corps leadership qualities include:



(1)
Inspiration--Personal example of high moral standards reflecting virtue, honor, patriotism, and subordination in personal behavior and in performance.



(2)
Technical proficiency--Knowledge of the military sciences and skill in their application.



(3)
Moral responsibility--Personal adherence to high standards of conduct and the guidance of subordinates toward wholesomeness of mind and body.

2.
Responsibility

a.
The Commandant of the Marine Corps is directly responsible to the Secretary of the Navy for establishing and maintaining leadership standards and conducting leadership training within the Marine Corps.


b.
Commanders will ensure that local policies, directives and procedures reflect the special trust and confidence reposed in members of the officer corps.  Full credit will be given to their statements and certificates.  They will be allowed maximum discretion in the exercise of authority vested in them, and they and their dependents will be accorded all prerogatives and perquisites that are traditional and otherwise appropriate.  Except in cases where more stringent positive identification procedures are required for the proper security of classified material and installations, or are imposed by higher authority for protecting privileges reserved for eligible military personnel, the officers' uniforms will amply attest to their status, and their oral statements will serve to identify them and their dependents.


c.
An individual's responsibility for leadership is not dependent upon authority.  Marines are expected to exert proper influence upon their comrades by setting examples of obedience, courage, zeal, sobriety, neatness, and attention to duty.


d.
The special trust and confidence, which is expressly reposed in officers by their commission, is the distinguishing privilege of the officer corps.  It is the policy of the Marine Corps that this privilege be tangible and real; it is the corresponding obligation of the officer corps that it be wholly deserved.



(1)
As an accompanying condition, commanders will impress upon all subordinate officers the fact that the presumption of integrity, good manners, sound judgment, and discretion, which is the basis for the special trust and confidence reposed in each officer, is jeopardized by the slightest transgression on the part of any member of the officer corps.  Any offense, however minor, will be dealt with promptly, and with sufficient severity to impress on the officer at fault, and on the officer corps.  Dedication to the basic elements of special trust and confidence is a Marine officer's obligation to the officer corps as a whole, and transcends the bonds of personal friendship.



(2)
As a further and continuing action, commanders are requested to bring to the attention of higher authority, referencing this paragraph, any situation, policy, directive, or procedure which contravenes the spirit of this paragraph, and which is not susceptible to local correction.



(3)
Although this policy is expressly concerned with commissioned officers, its provisions and spirit will, where applicable, be extended to noncommissioned officers, especially staff noncommissioned officers.

3.
Personal Relations.  Effective personal relations in an organization can be satisfactory only when there is complete understanding and respect between individuals.  Commanders must:


a.
Strive for forceful and competent leadership throughout the entire organization.


b.
Inform the troops of plans of action and reasons therefore, whenever it is possible and practicable to do so.


c.
Endeavor to remove on all occasions those causes, which make for misunderstanding or dissatisfaction.


d.
Assure that all members of the command are acquainted with procedures for registering complaints, together with the action taken thereon.


e.
Build a feeling of confidence that will ensure the free approach by subordinated for advice and assistance not only in military matters but for personal problems as well.

4.
Relations between officers and enlisted Marines.  Duty relationships and social and business contacts among Marines of different grades will be consistent with traditional standards of good order and discipline and the mutual respect that has always existed between Marines of senior grade and those of lesser grade.  Situations that invite or give the appearance of familiarity or undue informality among Marines of different grades will be avoided or, if found to exist, corrected.  The following paragraphs written by then Major General Commandant John A. Lejeune appeared in the Marine Corps Manual, Edition of 1921, and since that time have defined the relationship that will exist between Marine officers and enlisted members of the Corps:


a.
"Comradeship and brotherhood.  --The World War wrought a great change in the relations between officers and enlisted men in the military services.  A spirit of comradeship and brotherhood in arms came into being in the training camps and on the battlefields.  This spirit is too fine a thing to be allowed to die.  It must be fostered and kept alive and made the moving force in all Marine Corps organizations."


b.
"Teacher and scholar.  -- The relationship between officers and enlisted men should in no sense be that of superior and inferior or that of master and servant, but rather that of teacher and scholar.  In fact, it should partake of the nature of the relation between father and son, to the extent that officers, especially commanding officers, are responsible for the physical, mental, and moral welfare, as well as the discipline and military training of the young men under their command who are serving the nation in the Marine Corps."


c.
"Their realization of this responsibility on the part of officers is vital to the well-being of the Marine Corps.  It is especially so, for the reason that so large a proportion of the men enlisting are under twenty-one years of age.  These men are in the formative period of their lives, and officers owe it to them, to their parents, and to the nations, that when discharged from the services they should be far better men physically, mentally, and morally than they were when they enlisted."


d.
"To accomplish this task successfully a constant effort must be made by all officers to fill each day with useful and interesting instruction and wholesome entertainment for the men.  This effort must be intelligent and not perfunctory, the object being not only to do away with idleness, but to train and cultivate the bodies, the minds, and the spirit of our men."


e.
"Love of Corps and country. -- To be more specific, it will be necessary for officers not only to devote their close attention to the many questions affecting the comfort, health, military training and discipline of the men under their command, but also actively to promote athletics and to endeavor to enlist the interest of their men in building up and maintaining their bodies in the finest physical condition; to encourage them to enroll in the Marine Corps Institute and to keep up their studies after enrollment; and to make every effort by means of historical, educational and patriotic address to cultivate in their hearts a deep abiding love of, the Corps and country."


f.
"Leadership. -- Finally, it must be kept in mind that the American soldier responds quickly and readily to the exhibition of qualities of leadership on the part of his officers.  Some of these qualities are industry, energy, initiative, determination, enthusiasm, firmness, kindness, justness, self-control, unselfishness, honor, and courage.  Every officer should endeavor by all means in his power to make himself the possessor of these qualities and thereby to fit himself to be a real leader of men."

5. Noncommissioned officer.  The provisions of paragraphs 1100.4d and 1100.4e above, apply generally to the relationships of noncommissioned officers with their subordinates and apply specifically to noncommissioned officers who may be exercising command authority.

APPENDIX D

THE FACE OF PAST BATTLE

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

Character
Chamberlain's actions reflected his character.  An honorable leader is able to control his fears and emotions and do what he believes is right, regardless of pressures.  When Chamberlain volunteered for the Union Army, he was a professor of languages at Bowdoin College in Maine, living happily with his wife and child.  The college, trying to persuade him to stay, offered him 2 years travel in Europe.  Instead, Chamberlain went to the capital of Maine and offered his services to the governor, who was desperately seeking officers to lead regiments. 

The governor offered him the command of a regiment at the rank of full colonel.  Chamberlain declined, saying he would prefer starting as a lieutenant colonel and learning the art of war before he commanded a regiment.  This incident reflects Chamberlain's deep loyalty to the nation and his concern for properly preparing himself to carry out the grave responsibilities of leadership.  

People of character establish a consistent pattern of behavior.  They can always be counted on, especially in tough situations.  During the year prior to Gettysburg, Chamberlain demonstrated his character to his men.  His actions in training and at the battles of Antietam and Fredericksburg showed his soldiers that they could count on him to lead by example, to choose the right tactic to accomplish the mission, to stay cool, and to look out for them. 

In training and in battle, he displayed physical and moral courage, competence, candor (honesty), and commitment (dedication).  The strength of his character caused his men to have confidence in him and in one another.  It helped develop cohesion and discipline in the unit.  Therefore, when he gave the order to charge at Little Round Top, his men dutifully rose and charged, disregarding the risk.  

Soldiers will fight for you if they trust you to do the right thing and to be concerned for their well-being.

Cohesion, discipline, confidence, morale, courage, and the will to fight depend upon the application of your professional beliefs, values, character, knowledge, and skills.

Knowledge
Chamberlain had been on active duty for only a year.  How did he learn about tactics, weapons, and equipment?  Colonel Ames, a professional, had trained Chamberlain for 5 months before he took command.  Chamberlain studied hard and learned fast.  He read books like Jomini's Art of War.  He learned the infantry tactics of the day.

There is much more to professional knowledge than tactical and technical knowledge.  Chamberlain also knew human nature.  Good leaders make a lifetime study of people what shapes their beliefs, values, and character and what motivates them.  Good leaders can put themselves "in the shoes" of their troops. 

If you seek to lead soldiers in battle, keep on studying human nature and caring about people.  Knowledge of human nature is basic to effective leadership in war.  It is required to develop cohesion, discipline, confidence, morale, courage, and the will to fight.

Leadership that Provides Direction
Chamberlain excelled in leadership that provides direction (problem solving, decision making, planning).  He studied the ground at Little Round Top and used it to make the best defenses possible.  When he saw that he was being flanked, he shifted his defensive line and met the attack.  This was an incredibly difficult maneuver to carry out while under a fierce assault, but Chamberlain's analysis, decision, and plan were correct.

Key to providing direction is creative thinking.  After repulsing six charges, although wounded and losing blood, Chamberlain still forced himself to think clearly and imaginatively until he developed a plan that would give his unit a chance for success. 

Chamberlain knew his unit would be overwhelmed by the next assault.  He reasoned that a bayonet charge might take the initiative from the Confederates and give his unit a psychological advantage.  

He was right.  This decision is a brilliant example of creative leadership.  It set the direction for the 20th Maine and the overall Union victory at Gettysburg.

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

Leadership that Motivates
Chamberlain was a motivator, skillful in dealing with people and in teaching, coaching, and counseling.  He understood human nature and how to apply the principle of motivation.  Chamberlain set the example.  He personally led the charge at Little Round Top.  During the war, he had 14 horses shot from under him, and he was wounded six times. 

There is no substitute for leadership by example.  You must share the dangers, hardships, and discomforts of your soldiers if you want them to respect you and to follow you in the toughest, most dangerous situations.  The deep effect of this quality of leadership on the motivation of soldiers and the cohesion of a unit makes all the difference.  The 20th Maine would not have charged into superior numbers if Chamberlain had not been a respected leader who had clearly demonstrated leadership attributes during the months prior to the battle. 

Another example of how Chamberlain combined his knowledge of human nature and his thinking skills occurred about one month before the Battle of Gettysburg.  One hundred and twenty mutineers from the 2d Maine Regiment were brought to his unit by guards with fixed bayonets.  They were attached as replacements to the 20th Maine.  General Meade ordered Chamberlain to shoot them if they would not do their duty. 

Chamberlain decided to find out why they were mutineers.  When they had enlisted, there had been a foul-up in their papers.  Some members of their regiment had been signed up for two years, some for three.  After two years were up, two thirds of the regiment went home.  The other third was ordered to remain on duty.  Feeling that the order was a gross injustice, they had refused duty.  Chamberlain rode to Meade's headquarters and received permission to handle the mutineers as he saw fit.

The men had not eaten in three days.  He removed the guard so they would not feel like prisoners.  He fed them.  He then broke the mutinous group spirit by splitting them up and assigning them to different companies.  He told them that he could not treat them as civilian guests, but that he would be glad to treat them as soldiers with all the rights of soldiers.  He would look into their case and do what he could to help them.  In the meantime, he would appreciate it if they would do duty with the 20th Maine.  All but six went along with Chamberlain's suggestion.

Chamberlain's actions show how humane treatment can turn away anger, how the right word spoken quietly and firmly at the right time can persuade even rebellious soldiers.  These stubborn men were willing to face death because they believed that their leaders were treating them unfairly.  Chamberlain recognized their value.  If a strong willed soldier will not be pushed around, it is unlikely that the enemy will push him around either.  By treating these men with firmness, fairness, and respect, Chamberlain rekindled their motivation to serve their country.

If Colonel Chamberlain had not been able to motivate nearly all of these 2d Maine replacements to fight with the 20th Maine, the 20th Maine would surely have been overwhelmed in their fight at Little Round Top.  This might have resulted in a Union loss at the Battle of Gettysburg, and even the loss of the war.  It is amazing how leadership in a seemingly small matter can have an important effect on great events.

APPENDIX E

"KNOW YOUR MEN - KNOW YOUR BUSINESS - KNOW YOURSELF"

C. A. Bach enlisted in the Thirteenth Minnesota Infantry Regiment of the Army National Guard and served as a sergeant in the Philippines.  Promoted to lieutenant in the Thirty-sixth U.S. Volunteer Infantry, he transferred to the regular Army as a first lieutenant in the Seventh Cavalry and advanced to the rank of major.

His analysis of how to be a leader--an address delivered to the graduating officers of the Second Training Camp at Fort Sheridan--so moved the reserve officers of his battalion that they besieged him for copies.  The Waco (Texas) Daily Times Herald, learning of the great interest the speech had aroused, obtained a copy and printed it verbatim on Sunday, 27 January 1918.

In a short time each of you men will control the lives of a certain number of other men.  You will have in your charge loyal but untrained citizens, who look to you for instruction and guidance.

Your word will be their law.  Your most casual remark will be remembered.  Your mannerisms will be aped.  Your clothing, your carriage, your vocabulary, your manner of command will be imitated.

When you join your organization you will find there a willing body of men who ask from you nothing more than the qualities that will command their respect, their loyalty, and their obedience.

They are perfectly ready and eager to follow you so long as you can convince them that you have those qualities.  When the time comes that they are satisfied you do not possess them you might as well kiss yourself goodbye.  Your usefulness in that organization is at an end.

From the standpoint of society, the world may be divided into leaders and followers.  The professions have their leaders; the financial world has its leaders.  We have religious leaders, and political leaders, and society leaders.  In all this leadership it is difficult, if not impossible, to separate from the element of pure leadership that selfish element of personal gain or advantage to the individual, without which such leadership would lose its value.

It is in the military service only, where men freely sacrifice their lives for a faith, where men are willing to suffer and die for the right or the prevention of a great wrong, that we can hope to realize leadership in its most exalted and disinterested sense.  Therefore, when I say leadership, I mean military leadership.

In a few days the great mass of you men will receive commissions as officers.  These commissions will not make you leaders; they will merely make you officers.  They will place you in a position where you can become leaders if you possess the proper attributes.  But you must make good--not so much with the men over you as with the men under you.

Men must and will follow into battle officers who are not leaders, but the driving power behind these men is not enthusiasm but discipline.  They go with doubt and trembling, and with an awful fear tugging at their heartstrings that prompts the unspoken question, "What will he do next?"

Such men obey the letter of their orders but no more.  Of devotion to their commander, of exalted enthusiasm that scorns personal risk, of their self-sacrifice to ensure his personal safety, they know nothing.  Their legs carry them forward because their brain and their training tell them they must go.  Their spirit does not go with them.

Cold, passive, unresponsive soldiers do not achieve great results.  They don't go very far and they stop as soon as they can.  Leadership not only demands but receives the willing, unhesitating, unfaltering obedience and loyalty of other men; and a devotion that will cause them, when the time comes, to follow their uncrowned king to hell and back again if necessary.

You will ask yourselves: "Of just what, then, does leadership consist?  What must I do to become a leader?  What are the attributes of leadership and how can I cultivate them?"

Leadership is a composite of a number of qualities.  Among the most important I would list self-confidence, moral ascendancy, self-sacrifice, paternalism, fairness, initiative, decision, dignity, courage.

Self-confidence results, first, from exact knowledge, second, the ability to impart that knowledge, and third, the feeling of superiority over others that naturally follows.  All these give the officer poise.

To lead, you must know--you may bluff all your men some of the time, but you can't do it all the time.  Men will not have confidence in an officer unless he knows his business, and he must know it from the ground up.

The officer should know more about paperwork than his first sergeant and company clerk put together; he should know more about messing than his mess sergeant; more about diseases of the horse than his troop farrier.  He should be at least as good a shot as any man in his company.

If the officer does not know, and demonstrates the fact that he does not know, it is entirely human for the soldier to say to himself, "To hell with him.  He doesn't know as much about this as I do," and calmly disregard the instructions received.

There is no substitute for accurate knowledge.  Become so well informed that men will hunt you up to ask questions--that your brother officers will say to one another, "Ask Smith--he knows."

Not only should each officer know thoroughly the duties of his own grade, but also he should study those of the two grades next above him.  A twofold benefit attaches to this.  He prepares himself for duties that may fall to his lot at any time during battle; he further gains a broader viewpoint that enables him to appreciate the necessity for the issuance of orders and join more intelligently in their execution.

Not only must the officer know, but also he must be able to put what he knows into grammatical, interesting, forceful English.  He must learn to stand on his feet and speak without embarrassment.

I am told that in British training camps student officers are required to deliver ten-minute talks on any subject they may choose.  This is excellent practice.  For to speak clearly one must think clearly, and clear, logical thinking expresses itself in definite, positive orders.

While self-confidence is the result of knowing more than your men, moral ascendance over them is based upon your belief that you are the better man.  To gain and maintain this ascendance you must have self-control, physical vitality and endurance and moral force.

You must have yourself so well in hand that, even though in battle you be scared stiff, you will never show fear.  For if you by so much as a hurried movement or a trembling of the hand, or change of expression, or a hasty order hastily revoked, indicate your mental condition it will be reflected in your men in a far greater degree.

In garrison or camp many instances will arise to try your temper and wreck the sweetness of your disposition.  If at such times you "fly off the handle" you have no business to be in charge of men.  For men in anger say and do things that they almost invariably regret afterward.

An officer should never apologize to his men; also an officer should never be guilty of an act for which his sense of justice tells him he should apologize.

An element in gaining moral ascendance lies in the possession of enough physical vitality and endurance to withstand the hardships to which you and your men are subjected, and a dauntless spirit that enables you not only to accept them cheerfully but also to minimize their magnitude.

Make light of your troubles, belittle your trials, and you will help vitally to build up within your organization an esprit whose value in time of stress cannot be measured.

Moral force is the third element in gaining moral ascendance.  To exert moral force you must live clean, you must have sufficient brainpower to see the right and the will to do right.

Be an example to your men.  An officer can be a power for good or a power for evil.  Don't preach to them--that will be worse than useless.  Live the kind of life you would have them lead, and you will be surprised to see the number that will imitate you.

A loud-mouthed, profane captain who is careless of his personal appearance will have a loud-mouthed, profane dirty company.  Remember what I tell you.  Your company will be the reflection of yourself.  If you have a rotten company it will be because you are a rotten captain.

Self-sacrifice is essential to leadership.  You will give; give all the time.  You will give of yourself physically for the longest hours; the hardest work and the greatest responsibility is the lot of the captain.  He is the first man up in the morning and the last man in at night.  He works while others sleep.

You will give of yourself mentally, in sympathy and appreciation for the troubles of men in your charge.  This one's mother has died, and that one has lost all his savings in a bank failure.  They may desire help, but more than anything else they desire sympathy.

Don't make the mistake of turning such men down with the statement that you have troubles of your own, for every time that you do you move a stone out of the foundation of your house.

Your men are your foundation, and your house of leadership will tumble about your ears unless it rests securely upon them.

Finally, you will give of your own slender financial resources.  You will frequently spend your money to conserve the health and well being of your men or to assist them when in trouble.  Generally you get your money back.  Very infrequently you must charge it to profit and loss.

When I say that paternalism is essential to leadership I use the term in its better sense.  I do not now refer to that form of paternalism that robs men of initiative, self-reliance and self-respect.  I refer to the paternalism that manifests itself in a watchful care for the comfort and welfare of those in your charge.

Soldiers are like children.  You must see that they have shelter, food, and clothing, the best that your utmost efforts can provide.  You must be far more solicitous of their comfort than of your own.  You must see that they have food to eat before you think of your own; that they each have a good a bed as can be provided before you consider where you will sleep.  You must look after their health.  You must conserve their strength by not demanding needless exertion or useless labor.

And by doing all these things you are breathing life into what would be otherwise a mere machine.  You are creating a soul in your organization that will make the mass respond to you as though it were one man.  And that is esprit.

And when your organization has this esprit you will wake up some morning and discover that the tables have been turned; that instead of your constantly looking out for them they have, without even a hint from you, taken up the task of looking out for you.  You will find that a detail is always there to see that your tent, if you have one, is promptly pitched; that the most and the cleanest bedding is brought to your tent; that from some mysterious source two eggs have been added to your supper when no one else has any; that an extra man is helping your men give your horse a super grooming; that your wishes are anticipated; that every man is Johnny-on-the-spot.  And then you have arrived.

Fairness is another element without which leadership can neither be built up nor maintained.  There must be first that fairness which treats all men justly.  I do not say alike, for you cannot treat all men alike--that would be assuming that all men are cut from the same piece; that there is no such thing as individuality or a personal equation.

You cannot treat all men alike; a punishment that would be dismissed by one man with a shrug of the shoulders is mental anguish for another.  A company commander, who for a given offense has a standard punishment that applies to all, is either too indolent or too stupid to study the personality of his men.  In his case justice is certainly blind.

Study your men as carefully as a surgeon studies a difficult case.  And when you are sure of your diagnosis apply the remedy.  And remember that you apply the remedy to affect a cure, not merely to see the victim squirm.  It may be necessary to cut deep, but when you are satisfied as to your diagnosis don't be divided from your purpose by any false sympathy for the patient.

Hand in hand with fairness in awarding punishment walks fairness in giving credit.  Everybody hates a human hog.

When one of your men has accomplished an especially creditable piece of work, see that he gets the proper reward.  Turn heaven and earth upside down to get it for him.  Don't try to take it away from him and have it for yourself.  You may do this and get away with it, but you have lost the respect and loyalty of your men.  Sooner or later your brother officers will hear of it and shun you like a leper.  In war there is glory enough for all.  Give the man under you his due.  The man who always takes and never gives is not a leader.  He is a parasite.

There is another kind of fairness--that which will prevent an officer from abusing the privilege of his rank.  When you exact respect from soldiers, be sure you treat them with equal respect.  Build up their manhood and self-respect.  Don't try to pull it down.

For an officer to be overbearing and insulting in the treatment of enlisted men is the act of a coward.  He ties the man to a tree with the ropes of discipline and then strikes him in the face, knowing full well that the man cannot strike back.

Consideration, courtesy, and respect from officers toward enlisted men are not compatible with discipline.  They are parts of our discipline.  Without initiative and decision no man can expect to lead.

In maneuvers you will frequently see when an emergency arises, certain men calmly give instant orders which later, on analysis, prove to be, if not exactly the right thing, very nearly the right thing to have done.  You will see other men in emergency become badly rattled; their brains refuse to work, or they give a hasty order, revoke it, give another, revoke that; in short, show every indication of being in a blue funk. 

Regarding the first man you may say: "That man is a genius.  He hasn't had time to reason this thing out.  He acts intuitively."  Forget it.  "Genius is merely the capacity for taking infinite pains."  The man who was ready is the man who has prepared himself.  He has studied beforehand the possible situations that might arise; he has made tentative plans covering such situations.  When he is confronted by the emergency he is ready to meet it.

He must have sufficient mental alertness to appreciate the problem that confronts him and the power of quick reasoning to determine what changes are necessary in his already formulated plan.  He must have also the decision to order the execution and stick to his orders.

Any reasonable order in an emergency is better than no order.  The situation is there.  Meet it.  It is better to do something and do the wrong thing than to hesitate, hunt around for the right thing to do and wind up doing nothing at all.  And, having decided on a line of action, stick to it.  Don't vacillate.  Men have no confidence in an officer who doesn't know his own mind.

Occasionally you will be called upon to meet a situation that no reasonable human being could anticipate.  If you have prepared yourself to meet other emergencies that you could anticipate, the mental training you have thereby gained will enable you to act promptly and with calmness.

You must frequently act without order from higher authority.  Time will not permit you to wait for them.  Here again enters the importance of studying the work of officers above you.  If you have a comprehensive grasp of the entire situation and can form an idea of the general plan of your superiors, that and your previous emergency training will enable you to determine that the responsibility is yours and to issue the necessary orders without delay.

The element of personal dignity is important in military leadership.  Be the friend of your men, but do not become their intimate.  Your men should stand in awe of you--not fear.  If your men presume to become familiar it is your fault, not theirs.  Your actions have encouraged them to do so.

And, above all things don't cheapen yourself by courting their friendship or currying their favor.  They will despise you for it.  If you are worthy of their loyalty and respect and devotion they will surely give all these without asking.  If you are not, nothing that you can do will win them.

And then I would mention courage.  Moral courage you need as well as physical courage--that kind of moral courage which enables you to adhere without faltering to a determined course of action that your judgment has indicated as the one best suited to secure the desired results.

Every time you change your orders without obvious reason you weaken your authority and impair the confidence of your men.  Have the moral courage to stand by your order and see it through.

Moral courage further demands that you assume the responsibility for your own acts.  If your subordinates have loyally carried out your orders and the movement you directed is a failure, the failure is yours, not theirs.  Yours would have been the honor had it been successful.  Take the blame if it results in disaster.  Don't try to shift it to a subordinate and make him the goat.  That is a cowardly act.

Furthermore, you will need moral courage to determine the fate of those under you.  You will frequently be called upon for recommendations for the promotion or demotion of officers and noncommissioned officers in your immediate command.

Keep clearly in mind your personal integrity and the duty you owe your country.  Do not let yourself be deflected from a strict sense of justice by feelings of personal friendship.  If your own brother is your second lieutenant, and you find him unfit to hold his commission, eliminate him.  If you don't your lack of moral courage may result in the loss of valuable lives.

If on the other hand, you are called upon for a recommendation concerning a man whom, for personal reasons you thoroughly dislike, do not fail to do him full justice.  Remember that your aim is the general good, not the satisfaction of an individual grudge.

I am taking it for granted that you have physical courage.  I need not tell you how necessary that is.  Courage is more than bravery.  Bravery is fearlessness--the absence of fear.  The merest dolt may be brave, because he lacks the mentality to appreciate his danger; he doesn't know enough to be afraid.

Courage, however, is that firmness of spirit, that moral backbone, which, while fully appreciating the danger involved, nevertheless goes on with the undertaking.  Bravery is physical; courage is mental and moral.  You may be cold all over; your hands may tremble; your legs may quake; your knees may be ready to give away--that is fear.  If, nevertheless, you go to lead your men against the enemy, you have courage.  The physical manifestations of fear will pass away.  You may never experience them but once.  They are the "buck fever" of the hunter who tries to shoot his first deer.  You must not give way to them.

A number of years ago, while taking a course in demolitions, the class of which I was a member was handling dynamite.  The instructor said regarding its manipulation: "I must caution you gentlemen to be careful in the use of these explosives.  One man has but one accident."  And so I would caution you.  If you give way to the fear that will doubtless beset you in your first action, if you show the white feather, if you let your men go forward while you hunt a shell crater, you will never again have the opportunity of leading those men.

Use judgment in calling on your men for display of physical courage or bravery.  Don't ask any man to go where you would not go yourself.  If your common sense tells you that the place is too dangerous for you to venture into, then it is too dangerous for him.  You know his life is as valuable to him as yours is to you.

Occasionally some of your men must be exposed to danger that you cannot share.  A message must be taken across a fire-swept zone.  You call for volunteers.  If your men know you and know that you are "right" you will never lack volunteers, for they will know your heart is in your work, that you are giving your country the best you have, that you would willingly carry the message yourself if you could.  Your example and enthusiasm will have inspired them.

And lastly, if you aspire to leadership, I would urge you to study men.

Get under their skins and find out what is inside.  Some men are quite different from what they appear to be on the surface.  Determine the workings of their minds.

Much of General Robert E. Lee's success as a leader may be ascribed to his ability as a psychologist.  He knew most of his opponents from West Point days, knew the workings of their minds, and he believed that they would do certain things under certain circumstances.  In nearly every case he was able to anticipate their movements and block the execution.

You do not know your opponent in the same way.  But you can know your own men.  You can study each to determine wherein lie his strength and his weakness; which men can be relied upon to the last grasp and which cannot.

Know your men, know your business, and know yourself.
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