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MISSION, VISION AND GUIDING PRINCIPALS

Mission: ATo instild]l i n y o u Afareted @adet progaam svhichish r o u ¢
physically and mentally challenging and rewarding, the importance of national pride, service
to others, and maintaining a drirge and gandree lifes y | e . 0

Vision: ATo be the premier Cadet program in th
youth, quality of training, and respect for the heritage and traditions of the United States
Ar my . o

Guiding Principles: To effectively accomplish our Missicand Vision, we subscribe to the
following principles:

The development of the individual Cadet is the sole purpose of the U.S. Army Cadet Corps
(USAC). No aspect of our organization is to take priority over our mission of developing
Americads yout h.

We wil endeavor to provide a program that is challenging, exciting and rewarding. We will
encourage Cadets to test their physical, mental and emotional limits while ensuring a
realistic, safe and wholesome training environment.

The Offi cer s derv€ihe @adets,eprovidiny yound) peopke the opportunity to

learn leadership, selfonfidence and patriotism. Cadets will be involved in as much of the
day-to-day operation of the USAC, at all levels, as is reasonably possible. We are a training
ground fort omor rowés | eader s, and accept t hat mi
valuable lessons.

Communication is essential to success. All members of the US&gardless of rank or
assignment are encouraged to communicate openly and honestly, withipaitaaneters of
good order and discipline.

We are mindful that the dedicated volunteer:
carrying out the program. We will respect their time and only place demands upon them
which are essential to the safe andogéht operation of the program. We pride ourselves in

being nonpaid professionals who take volunteerism to a new dimension.






Preface

This is the leadership textbook for the U.S. Army Cadetps. It is based on tirtested

military leadership techniques. Much of what you will find here was inspired by military
leadership training manuals; the rest is based on years of experience working with Cadets just
like you. As you learn and practicealership you will find that 'military leadership' is more
'leadership’ than it is 'military’. What you learn in the USAC will help you no matter where
life takes you.

The manual is arranged so that there is a chapter for each Cadet grade. You will bg worki
on that chapter when you are that grade. Sbs ®ill work from the EL chapter, E2s from

the E2 chapter and so on. These are starting points for these ideas! What you learnin the E
chapter will help you in every promotion. As you promote, go bewik reread chapters
you've already finished. You will find you will learn more than you did the first time.

Each chapter has leadership topics, leadership 'yardsticks' and leadership tools. There are also
short stories of realorld situations where leadship has made a difference. Each chapter
also has a selleview to help you know when you're ready for the chapter test.

Each section of this book begins with a list of several learning objectives. These will give
you an idea of the main focus of eacht®ec and will help you concentrate on key
information. You should go back and use the learning objectives when you study for your
chapter tests.

Near the end of each section of this book vy
information is meanto guide you through some extra activities that will help you further
explore the information from the section you just read. Sometimes this may require you to

read some additional materials. The section will usually include information on where to find
these materials, or you can always check www.training.armycadets.org for resources to help
you learn more about the information in each section of this book.

The | ast heading of each section in this bo:
quizzes that will help reinforce what you just learned. These quizzes will also help you get
ready for the chapter tests you will take as part of your promotion requirements.
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The 'Phases' of Leadership
Phase 0: Recruit Orientation
Phase I: Cade®s School (E1 through E-3)

You will always be learning in the USAC, but you will never have as much to learn as you
do during your first three promotions. This is when you go from amember to being a
fully-qualified Cadet.

Phase II: Noncommissioned Cifcer School (E4 through E-6)

During your time in these three grades, your focus will be on directly leading your troops.
You will supervise their daily activities, train them and work with them constantly.

Phase Ill: Command Staff School (E7 through E-9)

This phase is about polishing your skills, setting tone for you people, training your NCOs,
serving on command staffs, and being an ambassador for the Corps of Cadets.
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Cadet Promotion Requirements
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PART ONE

Phase |: Cadet's School (E-1 through E-3)

You will always be learning in the USAC, but you will never have as much to learn as you
do during your first three promotions. This is when you go from amember to being a
fully-qualified Cadet.

Chapter 1

El: Recruit

Your Role As A Recruit

1-1. As a Recruit in the United States Army Cadet Corps, you should be working to take in
all the knowledge you can. Study your Recruit Orientation Guide and learn. It introduces
many subjects you must understand to develop as a.Qaeattention to your instructors

and try your best at everything you do. Don't get discouraged when you don't get something
the first time. Keep trying and you will succeed!

1-2. Remember that you are part of a team. Put effort into melding withethat Get to

know the other members of your team and your team leader. Learn how to work together to
help each other. What abilities do you have that can help your team mates? What abilities do
your team mates have that can help you?

1-3. Stay focused, wkrhard, and learn to work with your teammates as you go through
Recruit Orientation. In a few months, you too will be a Cadet in the best Cadet Corps in the
countryeé the United States Army Cadet Cor ps!

Learn Leadership Now

1-4. Yes. Leadership. Already. En though you're only a Recruit, it's not too early to start
thinking about leadership. After all, you don't just wake up one morning and run a marathon.
It takes long, hard training and it all starts the first day you tie on your running shoes and jog
to the end of the block and back.

1-5. Sure, some people have a knack for leading, and they don't ever really have to work at it.
But, there aren't very many people like that. Most people become leaders the normal way:
they study and practice. It takes a ¢btwork and there are always mistakes, but don't ever
doubt that anyoni and that includes yolcan learn to be a good leader.

1-6. In the Corps of Cadets, not only will you get a chance to lead, you are expected to lead.
Leadership will always be padf your time in the USAC. As a Recruit, you are almost
always 'getting' leadership and not 'giving' it. But that won't always be the case! Before you
know it, you will have to step up and lead your fellow Cadets. So, you might as well get
started now.

31 May 2010 ACM 6-22 1




Chapter 1

1-7. But, while learning leadership is your goal, you'll have to learn how to work as the
member of a team under a leader first. Why is this important? Because everyone who leads is
also a member of a team, and how you work as a team member affects yost leader

What Is Leadership?

1-8. "Leadership is the art of influencing and directing people in a way that will win their
obedience, confidence, respect, and loyal cooperation in achieving a common objéctive.”
U.S. Air Force definition of 'Leadership'.

1-9. What does that definition tell us about leadership? A lot. But first, think about what it
doesn't say. It doesn't say that leadership is simply bossing people around or dictating every
time they should blink their eyes. Instead, it says leadership is infligeand directing .
Influencing means affecting people's feelings and decisions, and directing is assigning tasks
and giving guidance.

1-10. It also says a leader should earn obedience, confidence, respect and loyal cooperation.
All history's greatest kders have inspired these feelings in their people. This is the best kind
of leader- the kind of leader that people want to follow.

1-11. Finally, notice that the entire goal of leadership is achieving a common objective.
Leadership is not about makinggple do things they don't want to do! Leadership is about
organizing and inspiring people to work together to do something they want to do. This may
not always seem to be trudor instance: who wants to clean a filthy toilet? However, the
common goal isthe health and welbeing of the team. The people who are doing the
cleaning should understand that their contribution to the team is to clean that toilet. It is the
leader's job to make sure his people understand that, and it is the job of those tda@nsmem
to try to understand that.

Character Traits for Recruits

1-12. Before you can learn about how to lead others, you'll have to learn how to follow your
leaders. Since all leaders follow someone, you can't be a good leader without being a good
team membe But, being a good team member doesn't mean doing everything you're told
without thinking! We want Cadets who carry out an order because they understand why they
need to carry it out. And, yes, we want you to apply a little brain power to the ordesiseyou
given. Maybe you can think of a better way to do something; maybe you can even think of a
good reason not to carry out an order.

1-13. So, as you read through this section, try to understand why these traits are important
right now, when you're carnyg out other people's orders. But try hard to think about why
they will be important in the future, when you're the one giving the orders. Think about these
traits and honestly consider how well they apply to you.

e Respects treating others as they shoble treated.
e Attitude is how you approach the world around you.
¢ Discipline is taking control of your body and your actions.

¢ Flexibility is reacting to change with a positive attitude.

2 ACM 6-22 31 May 2010




Chapter 1

¢ Opennesss readily accepting new ideas and situations.

Respect

1-14. You already know what ‘respect' is, but S
means a lot more than you probably think. First, thdgs
is being respectful of someone who is senior t0 Y&
You show respect to your parents, your teachers S8
other people in your life. Now, as an USAC Recruis
you will also need to show respect to people S
authority in the USAC. This means not just ti
officers, but also your fellow Cadets who outra
you.

1-16. True respect has to be earned, but it always has to be shown. This means that people
who are senioratyou should be treated with respect even when you don't know them or think
they don't deserve to be treated that way.

1-17. But, 'respect for authority’ does not mean blind obedience to orders. Some orders
should not be followed, and you are expedteédnow the difference. You should not follow
orders that will lead to unsafe acts, are against USAC regulations or break the law.

1-18. You must also show respect to the USAC itself. You have to learn and honor the
traditions and culture if you're going fit in and be successful. Don't look for shortcomings
or be aloof; try to fit in and get along. Do your best to become a part of the family.

Attitude

1-19. Nothing is more important than having a good attitude! What is a good attitude? What
is a bad attude? Let's start by talking about what attitude is. Attitude is how you approach
something, the state of mind you're in. Attitude is not how you feel about something.

1-20. Here's something very important: you determine what your attitude is! Sure, nobody

likes to scrub toilets, but sometimes it needs to be done. The trick is to try to understand why
something you don't want to do is important. For instance: if toilets don't get scrubbed,

someone on the team could get sick. Nobody expects you to whislieywt scrub toilets,

but understanding 'why' is the key to doing unpleasant tasks with a good attitude.

1-21. You wear your attitude like a hat. People will pick up on how you feel about something
in a second. If you have a bad attitude, they'll knowPlus, attitudes are contagious,
especially a leader's attitude. A leader has so much effect on his people that how he feels will
almost always influence how they feel.

1-22. Even as a Recruit, your attitude has an effect on others. Leaders don't higetagkis

that people don't like to do, but it has to be done. If you get an order you don't care for, but go
at it with a good attitude, you're making your leader's job easier. You will get a reputation as
a good troop who is easy to work with. That repatawill make a big difference now and in

the future.
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Chapter 1

Discipline

1-23. People talk about discipline all the time, but what they're really talking about-is self
discipline. Nobody can make you do things; you must choose to do them. As a Recruit, one
of your biggest tests of setfiscipline is going to be standing at attention without moving,
even if you do have an itch or a fly lands on your nose. Standing still when that happens not
only means you did what you were supposed to do, it means you thoughtyaboactions

instead of just reaching up and swatting away the fly. That is a hard lesson to learn and a sign
of great maturity!

1-24. Only seldiscipline will get you to do things you need to do, but don't want to do. For
example: you will only attendrill two days a month. Nobody is going to make you keep in
shape the other twensight days; it's completely up to you. The USAC will give you a
reason to improve your physical fithess (if you don't, you won't get promoted), but nobody in
the USAC is gaig to make you improve. Only your own sdi§cipline is going to get you

up and exercising.

1-25. It is important to learn seffiscipline now, while you are only responsible for things
that affect you. Later, when you are responsible for things thatt aféot of people, your
seltdiscipline will keep you doing what you need to do, and it will be a great example for the
Cadets your are leading.

Flexibility

1-26. One of the most important things you need to be able to do as a @addater as a
leade - is to react well to change. As a Cadet in the USAC, you will see constant change.
You schedules will change, your responsibilities will change, your unit will change. If you
want to be successful as a Cadet, you need to be able to adapt and masteathié be

1-27. You not only need to accept change, you need to look forward to it; adapting to the
changes around you is a challenge that you must master. Change happens, sometimes small
changes, sometimes large. But it does happen and you need twekaatit. Look for how

a change can make things better, instead of looking at the down side.

Openness

1-28. 'Openness’ is when you're ready to accept new ideas and new ways of doing things.
Openness and flexibility might seem to be the same, but tieeyt.aBoth have to do with

new things, but flexibility is about new situations and openness is about new information.
You need to be open to new information when you join the USAC! You're not just joining a
new club; the USAC is going to be a new cultweyiou. It's going to take a lot of effort.

1-29. But you shouldn't just be open to new things and new ideas that might come your way.
You should seek them out and learn all that you can, as quickly as you can. The sooner you
learn the USAC way of doingitigs, the sooner you'll be a full member of the family, part of

the Corps of Cadets.

Drill and Leadership

1-30. Close order drill is an important part of leadership training. It is a way to teach working
as a member of an organized team under a leadelaser to teach basic leadership skills.
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Chapter 1

1-31. When you learn drill, the most important things you learn arelselipline and what

is called 'situational awareness'. You have to know where you are, what you are doing and
what is going on around you wh you perform drill; and you have to pay attention. That
means that you have to think about something other than yourself and what you want. Self
discipline is what it takes to do what you know you need to do.

1-32. How do these work together? Say yopiracticing drill and sweat starts to run down
your face, your instinct is to reach up and wipe it off. But, before you do, your situational
awareness reminds you that at drill you aren't supposed to move. Now that you remember
you're not supposed to moweill you? That's where selliscipline comes in: if you have it,

you accept the small discomfort and stand still like you're supposed to.

1-33. Drill is a good tool for learning basic leadership because it gives the person
commanding the unit experiencetiings like speaking in front of groups, thinking about his
people's welfare, preparing and executing a plan and teaching. These are key skills for all
leaders, no matter if they lead one person or one million.

Chapter Summary

1-34. In this chapter you eve told that leaders are made, not born and that before you know
it, you'll be a leader in the USAC Corps of Cadets. You were also given one definition of
what leadership is (there are many more, and we will talk about some of them in future
chapters). Yo were given several personality traits that every Recruit should demonstrate
and, finally, you were told why drill is used as a leadership training tool.

1-35. This is just the beginning of your leadership training in the USAC. You have a long
way to go!But a strong start now will do you good the entire time you're in the USAC.

Drill Requirements

1-36. These are the drill movements you must master for this chapter. You will probably
learn a lot more during your first few drills as a Recruit, but you rhasable to do these
perfectly. Your NCOs will teach you and you should use the drill portion of the Recruit
Orientation Guide as a reference.

e Fall In (Normal & Close Interval)
Position of Attention

Rest Positions

Facing Movements
SalutegPresent Arms / Hand Salute)

Further Reading
Check On Learning

1-37. At the back of this manual are review questions for each chapter. You should use them
to decide if you understand what the chapter is trying to teach you. Each question will have
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only oneright answer, and it will include a reference section to show you what part of the
chapter you should read again. The answers for each chapter's Check On Learning are in the
last section.

6 ACM 6-22 31 May 2010




Chapter 2
E2: New Cadet

1-1. If you are workng on this chapter of the Leadership Mant
you have shown that you can meet the basic standards of a |
Cadet. Congratulations! Now, let's get to work...

Your Role as a New Cadet

2-2. Now that you've earned the title ‘Cadet’, your work in the USAfdsisbeginning.
You've barely scratched the surface of all there is to learn and do. But, you probably already
know that.

2-3. Remember that the USAC is a big organization and that there is a lot to it. What you
know about it now is very basic: who is irow chain of command, where National
Headquarters is, and so on. Now you need to build on that knowledge and learn how things
work in the USAC. Where do you go for uniform parts? Where can you get training
manuals? Where is your progress through the raakked and how?

2-4. Start thinking about your progress as a Cadet. What are the requirements for your next
two promotions? What will you have to accomplish to earn the Certificate of Proficiency?
What staff positions can you expect to fill as you prafiotvVhat will you be learning at

Basic Leader's Course next summer? As you learn these things, start setting goals and
tracking your progress!

2-5. Knowing these things will prepare you to accomplish them, and to advise your fellow
Cadets and the Cadets yiead. This is already important, because one of the basic rules of
leadership is that you should help and train those junior to you. And, of course, helping your
peers is part of being a team. So, be sure to help the Recruits that are behind you & much a
you can. Since you were a Recruit yourself not so long ago, you should understand what
they're going through and have an idea of where they might need help. Be that help!

Why Learn Leadership?

2-6. As a member of the USAC Corps of Cadets, you will vexgnsbecome a nen
commissioned officer or NCO. You will be an NCO for the rest of the time you are a Cadet.
NCOsi especially corporals and sergeantpecialize in small group, handa leadership.
That's what they do, it's their reason for existing. Afutare NCO, you must try to
understand basic leadership concepts and apply them to yoeto-day situations.

2-7. These skills are good for more than just the USAC. NCO leadership is used everywhere,
every day. In every company and organization thegettee managers and supervisors who

are responsible for just a few employees. These people should know and use NCO

|l eadership, but sadly most people dondt; the
are training their spe dpraen atgeertsed .01 eader s6, n
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2-8. So. what you learn here will be valuable no matter what you do in life. The same things
that make an outstanding Cadet NCO are the same things that make an outstanding military
NCO. And these are the same things that businesses tagldgo&amg for in their lower
management.

Why Do We Need Leaders?

2-9. Every member of the USAC from the newest member to the most senior officer needs
leadership. At every level in the USAC there are many, many things to do. Because it would
be hard to dall of these things alone, USAC members work together in groups. Leadership

is needed any time a group gathers to accomplish a set goal; a group without a leader is just a
mob.

2-10. Leaders are needed to coordinate people and activities within a-ghaips, getting

the right people to do the right job and making sure that everyone is talking. If a military unit
is assigned a mission, certain tasks must be done. The leader will make sure that the
communications people are working on the radios andepairing vehicles. He will also

help make sure that the motor pool gets what it needs from the supply guys.

2-11. A second reason for leadership is to hold a group together. If a group is going to
accomplish its goals, it must work as a team; not jimtrech of individuals. A leader should

train his people and help them work together toward a common goal, rather than behaving
like a mob or heading in different directions.

2-12. A third reason for leadership is to inspire and motivate a group to wostddhe

common goal . People dondt al ways need inspira
of that themselves. However, most groups will need the leader to remind them of what
theyodore working toward and why heirgoaliamsl faismpor t an
to achieve it, the leader has failed as much as the group.

Leadership Traits

Introduction to the Fourteen Leadership Traits

2-13. Even though you are only working on your secoramotion, it's not too early to start
thinking about being a leader. In order to be a good team member, you should learn what
makes a good leader, and what a leader is looking for from his people. When you know this,
you can accomplish your tasks and tegour goals while making your leader's job easier.
Many of the things that will help you succeed as a leader will help you succeed before you
lead.

2-15. There are fourteen Leadership Traits. These are personality traits that are vital for
leaders to haa. Leaders who don't have these traiend work to improve therm aren't as

good as they should be. As you learn more about these traits, you should see that these aren't
just things that make a good military leader. Instead, these are things that goakkleader

of any kind. And, really, these are the things that make a good person and citizen.

2-16. Leadership traits are individual characteristics. Understanding the fourteen leadership
traits will help you to gain the respect, confidence, willingdxece, and cooperation of
your Cadets. The purpose of the fourteen leadership traits is to help you set guidelines for
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yourself. By testing yourself against the leadership traits, you can find your leadership
strengths and weaknesses. With the traits gside, you can use your strong traits and
develop your weaker traits.

e Justiceis being absolutely fair and impatrtial in all decisions.

¢ Judgmentmeans thinking carefully about what you are doing before you do it.
e Decisivenesss making a choice when it isne for one to be made.

e Integrity is being absolutely trustworthy at all times.

e Dependability means following through on your responsibilities.

e Tactis saying things the right way so they you're not offensive.

e Initiative is doing what needs tee done without being told to do it.

e Enthusiasmmeans going after every goal with energy and a positive attitude.
e Bearingis presenting a military appearance at all times.

¢ Unselfishnesaneans caring for what others need as much as you do about what you
nee.

e Courageis facing your fears and doing your duty in spite of them.

e Knowledgeis knowing your job, your people and your responsibilities.

e Loyalty means being faithful to the people you lead and to those who lead you.
e Enduranceis showing physical, mentahd emotional toughness.

2-17. These are the Leadership Traits. If you want to memorize them, they can be arranged to
make the mnemonic 'J.J. did tie buckle'. It may not make much sense, but it will help you
remember them.

2-18. Some of these principlesimbe familiar to you, since they are similar to things you
were taught in the first chapter of this manual. But, it is time for you to start thinking about
them differently. You not only have to think about what will the best way for you to act, you
haveto think about how your people should act, and how you should act for your people
when you're the one in charge.

2-1 9. For instance, when you are given a tas
stay with this until it's done, no matter how longit akes. 6 That's demons
and Dependability. But, when you are given a task for a team you lead, you need to think
about how your team will be affected. You might be able to work until after midnight and be

fine the next day, but what aboyur people? Will they be at their best for the next day's
missions?

Enthusiasm
Go after every goal with energy and a positive attitude.

2-20. Enthusiasm doesn't mean being excited or happy to do a task; enthusiasm means
putting energy into it. Like attile, enthusiasm is one of those things that shows. Either
you're putting effort into a task or you aren't. And, like attitude, enthusiasm is contéagious
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especially a leader's enthusiasm. That is why it is so important to put your enthiug@asm

energyi into every task you are assigned.

2-21. You must tackle every task with enthusiasm. But that doesn't mean you have to pretend
you like it! Take our example of cleaning toilets again: you're not going to be excited about
getting such a chore, and nobodyegts you to pretend that you are. In this case, having
enthusiasm is to put your energy into the job and get it finished, even if it's not fun. And,
really, that's all anyone ever expects: that you roll up your sleeves and get a job done with the

least amunt of fuss and to the best of your ability.

2-22. When you are the leader of the team faced with the dirty job, your enthusiasm and
attitude will make all the difference. It's easy to face a pleasant job, but hard to deal with an

dirty job. But, that'svhen the leader makes all the difference.

Enthusiasm In Action

In 1982, Robert Haase was a Civil Air Patrol Cadet NCO Team Leader at
a Search and Rescue school. When his team was faced with a dirty job,
he applied himself to creating enthusiasm in his people:

During a health and welfare inspection, the staff realized that the student
latrine had become completely full and then some. We talked to our
troops about living in such an unsanitary state, but the fact is, we just
hadn't done the math. We had twice as many cadets as we normally had
and the student latrine had not been dug deep enough.

My team pulled the latrine re-digging job. My troops were upset. Before
we started, | gathered my guys together and had a talk with them.

AThey think they are sticking it
assignment and the least glamorous. They think this is going to put us
down, but you want to know something? They can't bring us down. We
are Delta Team. You all have shown me by your actions up here that you
belong here. Now we are going to show them.

AWe aren't Jjust going to dig thei
to do. They think we will do the least amount of work possible because
that is what they would do. Well, folks, we aren't them. We're Delta, and
we don't do things halfway. When we go, we go all the way.

"Ladies and gentlemen, we aren't going to just dig a latrine. We are going
to build the Taj Mahal of latrines. We are going to build a latrine that the
Queen Mother would be proud to use."”

It was like someone had lit a fire under them.

Haase created enthusiasm in his people through his own example, his
positive attitude and by being honest. They rewarded him with their
excellent performance in completing an unpleasant i but important i job.

10
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Loyalty

Be faithful to the people you lead and to those who lead you.

It all comes down to serving the ones who are fighting alongside you, watching your
back, putting a weapon in your hand when yeed it most.

James Luceno

2-23. You must be loyal to the Corps of Cadets, your leaders and your people. Loyalty is
faithfulness toward something or someone, and one of the meanings of the word ‘faith’ is
'trust'. Trust is a critical part of loyalty. ybu don't trust someone, you can't be loyal to them;
and the same is true of your people: if they can't trust you, they won't be loyal to you.

2-24. Loyalty is another one of those things that mustd®@ed, and the best way to earn
loyalty is to show it. Back up your leaders and carry out their orders and instructions to the
best of your ability and with enthusiasm. Look out for your people and keep their needs first
in your mind; make decisions thaite the best for them, and not necessarily the best for you.
This is how you earn the loyalty you wardand need to be a leader.

2-25. Loyalty to the Corps of Cadets means more than just talking it up. It means that you
also have to keep the best instseof the Corps in mind. If you have a problem with the
organization or with someone in your unit, try to work out solutions 'in the family', rather
than talking about your problems with others. And when something doesn't go your way or
you wonder why a etision was made, trust that the folks making the decisions care about
the Corps as much as you.

2-26. One final thought: Loyalty should never be unquestioned or absolute. Your loyalty
should be given where it is earned. And, even earned loyalty canragdaetind lost. Do

your best to stand by your peers and organizations, but don't stay loyal when your ethics or
trust have been betrayed. AMy country right

Courage
Face your fears and do your duty in spite of the

But there's nothing wrong with being afraid. And true courage is not not being afraid.
True courage is being afraid, and going ahead and doing your job anyhow, that's
what courage is.

General Norman Schwarzkopf

2-27. Everyone is afraid at one time another. Fear is a reaction our bodies have to
situations that may cause us harm, and that harm can be physical or emotional. People are
afraid of shame and embarrassment as niudn morei than they are afraid of being
injured.

2-28. The militaryi whichis where these Leadership Traits came fiom interested in the

kind of courage that General Schwarzkopf talks about: the courage to face your fears and to
do what you need to do in spite of them. The military is full of scary things, from the obstacle
courses and rapelling towers of boot camp to the armed enemies our service members face on
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the battlefield. Showing courage by facing fear is vital for them, and especially for their
leaders, who have to lead by example.

2-29. But what about you? You prdidg aren't going to step onto a battlefield any time soon.
What does courage mean to you? How can you show courage?

2-30. You probably already have a good measure of courage. It takes courage to leave behind
the things you know and to try something comglieinew. Joining the USAC, which you

knew was going to be mentally, emotionally and physically challenging, took a great deal of
courage.

2-31. But your life as a Cadet isn't about constant physical danger. It's more likely you will
have to show a differérkind of courage: moral courage. As pointed out earlier, harm can be
emotional as well as physical. It often takes more courage to face emotional harm than to
face physical harm. People do stupid, dangerous things every day because they don't want to
risk losing their friends or feel left out.

2-32. Do you have the courage to do the hard right instead of the easy wrong when your
peers influence you to do something you know is wrong? Can you face your fear and do what
you need to do when that time comes?

Leadership Tools

2-33. Leadership is more than just thoughts and behaviors; leadership is action. There are
many tools designed simply to help leaders organize themselves and their actions. This
manual has a wide selection of personal tools that militargelsause to help them
accomplish their missions and support their people. Learning these tools is part of your
required leadership training.

2-34. If you only learn enough about them to pass the chapter test, you're doing it wrong.
You should be using thestools throughout your time in the USAC, especially as your
responsibilities increase. In many cases, you will be required to use them. And, like the rest
of the leadership topics in this manual, these tools are useful no matter where your life takes
you.

On-the-Spot Corrections

2-35. Since you've been in the USAC long enough to edtnyBu've already seen plenty of
‘onthe-spot corrections'. Othe-spot correction is going to be your first Leadership Tool
because it is easy, because you have to unddrsthy it happens to you and because you
should already be doing it.

2-36. One of the most common tasks for any leader, but especially for NCOs, is-ihe ‘on
spot' correction. An otthe-spot correction is used to quickly recognize and fix small
problems.For instance, a problem with uniforms or customs and courtesies. If you see a
Cadet that has an insignia in the wrong spot, you should correct him in a firm, non
threatening way. There's no need to yell or get angry when a Cadet is simply making a
mistake

2-37. Onthespot corrections help prevent small errors from becoming common or
snowballing into large errors. They also establish you as helpful and knowledgeable.
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2-38. An onthespot correction is a simple thing to do:
Correct the Cadet. Gototika d et pri vately and say, ACadet,

side. It should be over here.o

Di scuss the deficiency, never the person. Y
stupid to not know this by now. You're a poo
Giveone correction at a ti me. Do not dump. N e
the wrong cover. The week before your boots were unbloused. Before that, you didn't shine
your shoes. And you never stand stil]l at att

Dondot keep brenthegarracgon is bverutps.oveMMbon't keep pointing out the
little mistakes that Cadets made in the past, especially when they've fixed the problem.

2-39. As you promote, remember that your responsibility is to be a leader and trainer to every
Cadetof lesser grade. Don't let the fact that a Cadet isn't from your unit stop you from
correcting errors you see.

Chapter Summary

2-40. In this chapter, you were told about your responsibilities as a New Cadet, which are
mostly to learn as much as you camout how things work in the USAC. There was also
discussion about why you should learn leadership and why leaders are so important. You
were introduced to the Fourteen Leadership Traits, with detail about Enthusiasm, Loyalty and
Courage. Finally, you havedded 'Orthe-Spot Corrections' to your leadership tool kit.

Drill Requirements
e Basic Marchings (Forward, Double Time, Marking Time), Halt
o Left, Right Steps
e Backward March

e Open Ranks, Close Ranks
e Dress Right (Normal & Close Interval)

Check On Learning

Goto the Check On Learning section for chapter 2 and see if you're ready to test.
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E3: Team Member

3-1. You have been told since your first day in the USAC

eventually you would be a leader, and that time is almost here.

nex promotion will put you in the NCO grades, and leadership

requirement of NCOs. Of course, your leaders may alread

relying on you to take on small leadership tasks. That's a good 1 _,

use those times to practice what you've learned so far ay@ teady for that next big step.

Your Role as a Team Member

3-2. Even though this chapter is titled "'Team Member', you have been a member of a team
since the day you started with the USAC, and you will be a member of the USAC team until
the day you leaveAs a member of the team, you should be looking out for your fellow team
members and helping them where you can. You should also share your needs with your team;
something that is giving you trouble is might be easy for someone else. Finally, you should
aways do your best to make your Team Leader's job easier. Be cooperative, helpful and easy
to lead. Perform your duties to the best of your abilities, and don't just stop with the
minimum; go above and beyond if you can. And encourage your teammatethéosame.

3-3. Since you will soon be an NCO and leader, you should study your own leaders. See what
they do that works, and what doesn't work. You will learn more about leadership styles in
this chapter, but for now understand that no single way of lggoiople is always best.

Some situations and some people need more control and supervision, some need less. Try to
study and adopt a style of leadership that works with your personality and your Cadets.

3-4. Begin to take on responsibility for training dedding the Cadets who are junior to you.

Of course, you have to be responsible for yourself first. If you don't report on time and in the
correct uniform, if you don't pass the physical fithess test, if you don't learn your Cadet
subjects and put your beeffort into every task, you aren't being responsible for the things
you have to do. So, how can your leaders expect you to be responsible for other Cadets?

The Origins of the Army NCO

3-5. In the early days of the George Washington's Continental Almeye twas no real

standard for NCOs. During the winter at Valley Forge, Inspector General Friedrich von
Steuben created NCO duties and responsibild]i
Discipline of the Troops of the United State

3-6. In it, he desribed the duties and responsibilities for the NCOs of the time: corporals,
sergeants, first sergeants, quartermaster sergeants, and sergeants major. He also talked about
how important it was to pick good Soldiers to be NCOs.

The choice of noncommissioneflicers is an object of greatest importance.
The order and discipline of a Regiment depends so much upon their behavior,
that too much care can not be taken in preferring none to that trust but those
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who by their merit and good conduct are entitled tddbnesty, Sobriety, and

a remarkable attention to every point of duty, with a neatness in their dress
are indispensable requisites. A spirit to command respect and obedience from
the men, to teach it, are also absolutely necessary. Nor can a sergeant or
corporal be said to be qualified who does not write and read in a tolerable
manner.

3-7. Here are the duties and responsibilities as von Steuben wrote them:

e The Sergeant Major served as the assistant to the regimental adjutant. He kept
rosters, formed detaj and handled matters concerning the "interior management and
discipline of the regiment.”

e The First Sergeant enforced discipline and encouraged duty among troops,
maintained the duty roster, made therning report to the company commander, and
kept the company descriptive book. This document listed the name, age, height, place
of birth, and prior occupation of every enlisted man in the unit.

e Sergeants and Corporalsvere expected to instruct recruitsall matters of military
training, including neatness and sanitation. They were also to handi®-day
discipline among their Soldiers, and to give the First Sergeant lists of who was too
sick for duty.

3-8. The strong NCO corps von Steuben creatert #e2 Continental Army going through
terrible times until the final victory over the British. Von Steuben called the NCO the
'‘backbone' of the Army, and his tvimndred year old rules are still true. Even today
corporals and sergeants teach their peaplEntain standards and make sure everyone is
healthy. And first sergeants, as the senior NCOs in a unit, 'set the tone' for their units by
being examples of discipline and bearing, and encouraging their people to excel. It is easy to
see why von Steubentggulationsi commonl y cal | ed - viefelused fBrl u e
thirty years as the primary regulation for the Army.

Leadership Styles

3-9. There are three basic styles of leadership. These are Authoritarian, Participative and
Delegative. Each of them is dskand you will use all of them at one time or another. It is
important that you understand why and when to use them if you will use them effectively.

Authoritarian

3-10. This is the style when the leader tells his people what he wants done and hatv to do
The leader takes no advice from his people. You might use this style of leadership when you
have all the information to complete the mission or you are short on time. This style works
best when your people are well motivated and trust your judgment.

3-11. Some people tend to think of this style as a vehicle for yelling, hazing, threatening or
abusing power. That is not the authoritarian style; that is called 'bossing people around' and
leaders simply shouldn't do it.

3-12. The authoritarian style shHda't be used all the time. If you have the time and want to
build your team and develop your people, you should use the Participative style.
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Participative

3-13. This type of style involves the leader including @memore of his people in the
decision making process (determining what to do and how to do it). However, the leader
always makes the final decision. Using this style is not a sign of weakness, rather it is a sign
of strength that your people will respect.

3-14. You will use this style of leadership for a couple of reasons. First, if you don't have all
the answers to a particular problem, then this type of leadership lets you draw on the skills of
your people. Second, this type of leadership is best fadibgiyour team through shared
effort and by giving them a chance to try creating plans and making decisions.

Delegative

3-15. In this style, the leader allows his people to make the decision. It lets the team look at
the mission and determine what neéadve done and how to do it. However, the leader is
still responsible for the decisions that are made, and you must still set set priorities and
delegate certain tasks.

3-16. This is used when your team is very capable and experienced. It is a styleuthat
should use carefully. Let your people have full control only when you have full trust and
confidence in them. Do not be afraid to use it! Just use it carefully.

When To Use Each Style

3-17. A good leader uses all three styles, depending on the pdopléeader, and the
situation. Some examples include:

3-18. Using an authoritarian style on a new Recruit who is just starting. The leader is
competent and a good coach. The Cadet is motivated to learn. The situation is a new
environment for the Cadet.

3-19. Using a participative style with a team of people who know their job. The leader knows
the problem, but does not have all the information. The Cadets know their jobs and want to
work as a team.

3-20. Using a delegative style with a Cadet who knowsenatout the job than you. You
cannot do everything! The Cadet needs to take ownership of the job. Also, the situation
might call for you to be at other places, doing other things.

3-30. Using all three: Telling your Cadets that their method to comptetgkas not working

well and they need to try something different (authoritarian). Asking for their ideas and input
on creating a new method (participative). Assigning large tasks in order to implement the
new method and complete the mission (delegative).

3-31. Most leaders do not always use one or another, but range in the middle, moving from
style to style as the mission and the team change. When you're deciding what style of
leadership to use, consider:

¢ How much time is available?
¢ Are relationships @ised on respect and trust?
e Who has the informationyou, your Cadets, or both?
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e How well your Cadets are trained and how well you know the task.
e Stress levels. Are your Cadets comfortable enough to think straight?
o Typeof task. Is it structured or unstructured, complicated or simple?

3-32. There are different ways to approach leading your Cadets. Positive leaders use rewards
- such as respect, training, responsibilitfo motivate their Cadets. Negative leaders use
purishment. The negative approach has a place in a leader's tool kit, it must be used carefully
because it kills motivation and esprit de corps.

3-33. Negative leaders act domineering and superior with people. They believe the only way
to get things done irough penalties. But, eventually if a leader never has anything good to
say, it will ruin morale and destroy the team.

Organization And Structure

3-34. This is not about how organization and structure work, but why they are important.
Understanding thivasic human need will help you better understand yourself and your
Cadets. People crave structure. People throughout history and all over the world have formed
orderly societies. Societies differ from place to place and time to time, but they all have a
structure.

3-35. Why is structure so important? In part because it places us, sets boundaries and gives
meaning to our lives. When we are part of an ordered society, we know what we should be
doing, who we should be doing it with, who leads us, who we letad, These are all
important for our mental webeing and overall happiness.

3-36. An ordered society is also important for the benefit of the society itself. Obviously,

when everyone is doing their part everyone gains. None of the great works thatdleoef

us would be possible in a place with no rules or order. How would roads, electric grids,
sewers, gas pipelines, the internet or cable TV have been put in place if thousands and

t housands o f peopl e werenot al | accardingrntag t heir
guidelines?

3-37. Many people seem to feel that by making themselves a part of a larger group that they

are somehow making less of themselves. Wrong! Being part of a team allows us to
accomplish things that welfyowjan tieright team,ctheo mp | i s h
behaviors and goals of the team will complement and enhance your own behaviors and goals,
instead of suppressing or changing them.

3-38. So, organization and structure are what people want, and it's good for them. The U.S.
Army Cadet Corps is a hierarchicalifructured organization. This means that the
organization has superior and subordinate parts. Everyone in the USAC has a superior, and
most have subordinates. These are reflected in two ways: grade and position.

3-39. Gide is obvious. A C/SGT outranks a C/PV2. A C/SFC outranks a C/SGT. You have
been taught this lesson since the day you entered the Corps of Cadets. By itself this gives a
lot of structure and order to the USAC. By grade alone you are usually aware obwho y
should take orders from and who should take orders from you.
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3-40. Position is the other piece of the puzzle. Someone in a leadership position deserves
respect and deference. This is because there is a level of effort and expertise required for that
postion, so the position would normally be held by a particular grade. For instance, a Cadet
first sergeant is normally a C/1SG and a Cadet squad leader is normally a C/SSG. People in
these position, regardless of their actual grade, should be treatetheg eld the grade

their position commands.

3-41. Since everyone has superiors, everyone will eventually have to take direction from
those superiors. Is this a bad thing? No, it is a good thing as long as the superior is giving

appropriate directon. Wwant s | eaders who donodot | ead? A |
than no | eader at all. An organization has
get that leadership from the right people, someone else will step into the gap. This causes

prod ems because the correct | eadership struct

squad leader is doing most of the first sergeant's job, who should the other sergeants go to for
help?

Leadership Traits

Initiative
Do what needs to be done withdoging told to do it.

3-42. Initiative is doing something that needs to be
done without being told to do it. Your leaders don't
have time to do everything or to tell you to do
everything that you need to do. You need to exercise
your initiative to make thigs happen.

3-43. Initiative at your rank usually means small

things, like cleaning up an area without being told.

But that's just the beginning! As you gain more rank

and responsibility, you will get bigger tasks and projects. When that happens, yde will
expected to put more into what you're doing than the absolute minimum. Your leaders may
not have thought of everything; use your initiative to look for better ways to get your task
done and for places where you can do more. When you have initiativergaia your own
opportunities.

3-44. A big part of initiative is simply planning ahead. For instance, if you know you have a
promotion coming up, use your initiative to order the uniform parts you need well ahead of
when you need them. Don't wait untiethast minute and don't wait for someone else to tell
you to do it or to do it for you!

Bearing
Present a military appearance at all times.

3-45. Bearing is how you carry yourself and the image you present. Do you have a sharp
military appearance? Do yotasd straight when in uniform, without leaning or putting your
hands in your pockets? Do you dress in clean, neat clothes, even when you're not in uniform?
Do you exercise and stay fit?
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