Below are a series of command notes I have written during my brigade command.  I have used these notes for OPD's and general leadership philosophy sessions.  They are quick references, usually attached with a quote, and great for our young professionals to ponder on while sharing
war stories with fellow officers or NCO's over a cold beer or soda.
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Command Note 1

THE OFFICER AND NON COMMISSIONED OFFICER RELATIONSHIP

This unique relationship requires hard work…patience, understanding and most of all communication.  Plain, candid talk develops a partnership that breeds success in your organization.  Your soldiers look to see if there is mutual support and clear lines of responsibility between the officer and NCO…is the team joined at the hip, or fractured and disoriented.  This relationship must be cultivated, and it takes a lot of hard work.

· Officers…don’t do the NCO’s job!  Officer’s establish the standard and set the course.  NCO’s lead their soldiers to achieve and/or surpass the standard and motivate them to follow the course.  Discuss responsibilities, show a united front and stay in your respective lanes.

· NCO’s…you are the role model for leadership, you can’t escape it.  The title sergeant means you lead and train soldiers.  You are the standard bearer, the example, and mentor.  Don’t squander your soldier’s time…it is a precious resource.

· The key to a successful officer/NCO relationship is frank and candid discussions based on mutual respect for the positions and roles each professional play.  Mutual trust that disagreement won’t lead to retribution is an essential ingredient…disagreements will occur…it is natural and necessary…but the officer/NCO team must always demonstrate unanimity before the troops.

Command Note 2

TAKING CARE OF SOLDIERS

No other profession demands as much of their leaders as does the Armed Forces in caring for their subordinates.  In the profession of arms, leaders have the awesome responsibility to care for their soldiers round the clock, whether in peacetime or wartime.  In taking care of soldiers, leaders are expected to…

· Know your subordinates physical, mental and emotional strengths and weaknesses.

· Provide realistic training that replicates battle conditions and tests the soldier’s ability to survive in an unpredictable and violent environment.

· Provide a positive, structured environment centered on teamwork and mission accomplishment that allows each soldier to be treated with dignity regardless of gender, race or ethnic background.

· Purge the team of ill-disciplined, immoral or unmotivated soldiers who do not represent the Army Values.

· Know the soldier’s family and care for them when necessary.

Leadership is a get-off-your-ass job requiring face-to-face interaction.  Soldiers want this interaction and they deserve to get it.  It can’t be done behind a desk.  It must be done from the front…if you expect your soldiers to do it…then you too must do it.  Don’t talk leadership; do leadership…it is action!

Caring about soldiers and their families is foremost on a leader’s mind…they always come first!

Command Note 3

MAINTAINING ABSOLUTE INTEGRITY

The points that follow are taken from The Stuff of Heroes, written by William A. Cohen.  Leadership and integrity go hand in hand.  “Maintaining absolute integrity is the bottom-line rule for any leader if he/she wants his subordinates to follow him/her under all conditions---to hell and back.  You can develop your integrity if you will:

· Keep your word.

· Chose the harder right over the easier wrong.

· Guard your principles.

· Do the right thing.

If you do this, others in your organization will do it too.”  The points made by Cohen contain action verbs…leadership is action, not passive.  You will take risk in performing your mission…but don’t risk your integrity in accomplishing the mission.  Your soldiers believe in what you say…make your word the truth!  No bullshit!

Command Note 4

LEADING FROM THE FRONT

As in last week’s note, the points that follow are taken from The Stuff of Heroes, written by William A. Cohen.  

“If you want an army to fight and risk death, you’ve got to get up there and lead it.  Any army is like spaghetti.  You can’t push a piece of spaghetti, you’ve got to pull it.”








-- GEN George S. Patton, Jr.

· Go where the action is…leaders don’t shy away from the tough situations.

· Set the example, 24 hours a day, seven days a week.  Leadership is not a part-time job!

· Be willing to do anything you ask your people to do, and do it first and in front of them.

· Take charge…make decisions when they have to be made.

· Be an up-front leader.  Leaders are approachable…they often pat their subordinates on the back and kick them in the ass when their efforts are substandard. 

Soldiers arrive in your unit believing in their leaders.  They will accomplish the impossible task when they see their leaders standing in front of their sweaty souls, going through the same hell as them.  Don’t commit the mortal sin of leading by “Do as I say, but not as I do,” because you will soon find yourself as an outcast leader, a cancer that needs to chopped off!  

Command Note 5

TEAMWORK

“Teamwork is the ability to work together toward a common vision.  The ability to direct individual accomplishment toward organizational objectives.  It is the fuel that allows common people to attain uncommon results.”








Impressions Wall Hanging

· Leaders: don’t forget…your weakest team member will deploy and fight next to you in the foxhole.

· Every team member has inherent strengths…leaders learn to identify and exploit them!

· Team members support their mates by being proficient in their individual skills and recognizing their position on the team.  Leaders support the team by clearly articulating each member’s job and how they are linked together.

· Teams celebrate, embrace and defend the cultural, racial, gender and ethnic backgrounds of their members…mutual respect is the bonding agent that creates harmony within the team’s diversity.

· A unit’s command climate will directly affect the team’s ability to succeed!

The Army is a team sport!  An individual soldier does not win a battle…the unit does.  A leader’s success is based upon the team’s accomplishment.  Leaders must constantly evaluate their team and create a command climate that exploits strengths, shores weaknesses, and embraces diversity…cohesion, synchronization, and synergy produce wins every time, but not without practice, practice and more practice.  Every soldier wants to be on a winning team.  Leaders: create the proper command climate and give it to them!

Command Note 6

WINNING ATTITUDE

“Since the solider entrusts his or her life to us, it is not too much to ask that we in turn dedicate our lives to him or her.”








Anonymous

Attitude is the difference between savoring victory or succumbing to defeat.  Soldiers want to follow leaders who demonstrate winning attitudes.  Leaders with winning attitudes:

· Assume soldiers on their team want to do the right thing all the time.

· Publicly reward good performance; privately admonish bad performance.

· Treat all soldiers with dignity and respect.

· Push their soldiers to perform at the maximum, never the minimum.

· Recognize their soldiers’ strengths and weaknesses; exploit the strengths and build confidence, courage and trust to overcome the weaknesses.

· Clarify their expectations and unify their team around common values.

Soldiers know if you care by your attitude!  Believe in the goodness of your soldiers and ninety-nine out of a hundred will never let you down. 

Command Note 7

THE JUNIOR LEADER

“Junior [leaders] officers should create challenge and rise to it, move the system rather than be moved by it and accept the idea that in the military, courage, both moral and physical, is not an isolated act but expected behavior.”








E. M. Flanagan Jr.

Below are the basic leadership principles MG Red Newman subscribed to:

· Be a competent leader and earn the respect of your soldiers.

· Be approachable to your soldiers; don’t insulate yourself from them.

· Keep individual welfare and soldier safety at the forefront of your mind.

· Do what is right and proper, no matter the consequences.

· Don’t ask your soldiers to do anything you are not willing to do.

· There is absolutely no substitute for personal knowledge of a military situation.

· Good soldiers thrive on responsibility; give it to them.

· Give credit where it is due.

· Train the incompetent or get rid of them, but don’t let them lead our soldiers.

· Be loyal to your superiors and subordinates.

Our junior leaders are the ones that most influence our soldiers.  Their day-to-day exposure to the soldier moves the unit towards the vision established by the senior leaders.  Move the system don’t let it move you and demonstrate both your moral and physical courage…the result:  your soldiers will follow you to the earth’s end!

Command Note 8

WHAT’S YOUR VISION?

“Envisioning the future begins with a vague desire to do something that would challenge yourself and others.”






Kouzes & Posner – The Leadership Challenge
Your vision provides the road map to success for your subordinate leaders.  You must articulate where you want to take your soldiers in the future.  Below are attributes of vision as defined by Kouze & Posner in their book The Leadership Challenge:

· Visions are about possibilities, about desired futures.  They’re ideals, standards of excellence, expressions of optimism and hope.

· Visions communicate what makes us singular and unequaled; they set us apart from everyone else. Uniqueness fosters pride.  It boosts the self-respect and self-esteem of everyone associated with the organization.

· Leaders must spend time thinking about the future and become able to project themselves ahead in time…visualize results.  The result of their thinking ahead is what we call a vision.  Soldiers want their leaders to be forward-looking, to have a long-term vision or directions.

· Visions are conceptualizations.  They’re images in the mind, impressions and representations.  They become real as leaders express those images in concrete terms to their soldiers.  Just as architects make drawings and engineers build models, leaders find ways of giving expression to their hopes for the future.

Command Note 9
TO SERVE AND PROTECT

“Our ability to move, shoot, and communicate makes us a unique force capable of performing a wide variety of functions throughout the spectrum from peace to war.  It is the professionalism of our soldiers, however, which truly makes us a Force of Choice, to perform in a wide variety of environments to meet the needs of America’s Army.”






BG Don Ryder– 58th Anniversary Message

In celebrating our Corps’ 58th anniversary, reflect upon a couple of creeds subscribed to by military police: Of the troops, and for the troops…To serve and protect!

· No other branch is guided by such creeds.

· We ask more of our privates than most branches ask of their senior NCOs.

· We represent a steel fist in a velvet glove.

· Senior leaders expect military police to always exercise good judgment, and when we don’t, the effects on those we serve and protect are devastating.

·  The military police soldier is different…we have a special calling…one to help others.

High expectations demand high standards.  We, as a Corps, must demand that the utmost professionalism be practiced at all times by our soldiers.  Leaders remain vigilant.  Enforce “of the troops and for the troops,” and put life in the creed “to serve and protect!”       

Command Note 10
DECLARE YOUR EXPECTATIONS!

“If a man does not know to what port he is steering, no wind is favorable.”








Seneca, 4 BC-65 AD

In The Stuff of Heroes, MG Cohen (USAF Ret) suggests that great visions seek life through declared expectations.  He identifies six steps in declaring and achieving your expectations:

· Get your expectations clear.  What is success…define it!  Is it…90% qualified on individual weapons with 15% achieving expert marksmanship or 95% pass the APFT with a company average of 255?

· Make your expectations compelling.  Test it by asking, “Why?”  What are the benefits, what makes the sacrifices worth it…then convince your leaders. 

· Develop a plan.  Think outside the box.  Don’t be tied to the routine. Your plan can bring life and realism to training events.

· Promote your expectations and implement your plan.  Think about it, use it as a basis of discussion, talk about it, and write about it every chance you get.  Tie it in with everything you do.  Expectations must be reinforced…constantly!

·  Listen to feedback and adjust your strategy.  Good ideas abound.  Keep your eyes, ears and mind open and receptive.  Good leaders know that it is just as important to listen as it is to speak!    

· Be faithful to your expectations.  After you have defined the expectation, your leaders must strive to meet them every time.  

Expectations must be clearly articulated.  Leader briefbacks, rehearsals, rock drills, pre-execution and pre-combat checks serve as your feedback loop. 

Command Note 11

COMMUNICATION---DON’T TAKE IT FOR GRANTED!

“There is an art to the way good commanders control, coordinate and get the best efforts from others.  It’s not enough to speak or otherwise transmit grammatically correct words; the idea must be communicated clearly and unmistakable.  But there is more to it than that.  What you do may speak louder than words, and how you say or do it may be the difference between success or failure as a leader.”









MG Red Newman

Successful leaders are ones who can take very complex problems, clearly communicate expected results, and motivate their followers to achieve them.  They rely on clarity, non-verbal signals, and their consistency in communicating a message.  They avoid ambiguity because it creates confusion and a breakdown in their command and control.   

· Clarity – many soldiers have paid the ultimate price and missions have failed because their leader failed to provide clarity in an order.  Leaders brief-backs are essential in measuring the clarity of your message.

· Actions and non-verbal signals – Leaders are always observed!  Soldiers measure a leader’s conviction by his or her actions and the non-verbal signals he or she sends.  

· Consistency in message - What comes out of a leader’s mouth, what a leader writes on paper, what signals a leader’s body sends, and the physical actions a leader takes must be consistent!

· The importance of the message – The more important a message, the more a leader must examine and plan a strategy of communication.  Face to face provides the most clarity and conviction. 

Just as important to communication is the leader’s devotion to listening.  Seeking and listening to counsel from subordinates empowers them and solidifies their loyalty to the leader and the organization.

Command Note 12

MAKING THE HARD CALL!

“Do your duty in all things.  You cannot do more.  You should never wish to do less.”









Robert E. Lee

Leaders often confront difficult decisions, decisions that test the emotions and challenge the Army’s core values.  These decisions may have outcomes that will permanently affect the lives you are entrusted with.  So often we hear or pass on as advice, “Do the right thing.”  But, the “right thing” may not be so clear.  

Our profession, unlike any other, is centered on duty…we swear to it in our oath and stand by it in our creed. We take duty very seriously, because the soldiers on our left, right, front and rear depend on us to do it…not some of the time, but all the time!  Doing your duty may very well be tough, both physically and emotionally, but to do otherwise fails your brother or sister at arms.

If you find yourself in that gray zone…not sure what the “right thing” is…reflect on all the soldiers who spent their blood upholding the following:

· The Army’s core values.

· Officer and NCO oaths.

· NCO and Military Police Creeds.

Your duty will become clear…making the hard call will become easy!

Command Note 13
IN ORDER TO LEAD, YOU MUST KNOW HOW TO FOLLOW!

In past counseling sessions, I have often been asked, “How do I become a good leader?”  My response, “What makes a good follower?”  In order to lead, you must be willingly led…what you want from your troops, is the same you give to your superiors.  Some keys to followership:

· Basic Axiom: How often have you ended a meeting with your boss, thinking he doesn’t know what the hell he is talking about!  Before you get to that conclusion, first check your own equipment…assume your boss does know what he is talking about and somewhere in the message transmission, the signal got garbled on your end!
· Loyalty & Trust: If you want loyalty and trust, you must give it, up and down the chain of command, all the time.
· Dedication:  Leaders look for commitment from their followers, including dedication to the team and a willingness to change for the betterment of the organization.  Resistance means you don’t think the boss knows what he is talking about…go back to the basic axiom!

· Team Player: What is your position on the team…be an expert at it and stay in your lane…don’t play some other teammate’s position!
· Frame of reference: Know your leader’s frame of reference…where did he or she come from.  His or her background frames the unit’s vision and command climate.
· Vision, Guidance and Intent: Work hard at understanding your leader’s vision.  Seek guidance when you’re confronted with gray areas…your boss most likely has walked the same ground your stumbling on.  Check your decisions against your boss’ intent...if they don’t match, go back for guidance.
Command Note 14

TAKE TIME TO REFLECT

“Until you truly know yourself, strengths and weaknesses, know what you want to do and why you want to do it, you cannot succeed in any but the most superficial sense of the word…Acquiring self-knowledge demands reflection.”  







W. Bennis, On Becoming a Leader 


I have discovered that the most important time of my day is when it first starts.  I take time to reflect on my strengths and weaknesses and how they are going affect the day’s events.  I liken this time to a “power nap!”  After 15 minutes of sleep, I feel refreshed and much more capable.  Reflection provides me with the same vigor.  Here are some rules I live by that have helped me in leading.

· Daily, carve out time to think and reflect on strengths and weaknesses…both your own and that of the organization’s.

· When you acquire a target (make a decision) and before you pull the trigger, look at the target in front of you, then look left, right and rear.  Then, reacquire your target and pull the trigger.  Your sight picture will have changed!

· When time permits, always consult…up, down and across!  Be open to feedback and criticism.

· Explore the unexplored.  Take risk…living the status quo does not match up to the dynamics of today.

· Visualize results, then decide how to deliberately communicate them.  

Command Note 15

COACHING, MENTORING, COUNSELING---THE BEDROCK OF LEADERSHIP

“The relation between [leaders] officers and men should in no sense be that of superior and inferior nor that of master and servant, but rather that of teacher and scholar.  In fact it should partake of the nature of the relationship 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.”   











John A. Lejune: Marine Corps Manual, 1920 

Coaching, mentoring and counseling have always been the bedrock of army leadership.  Not unlike a football coach, today’s army leader must be able to identify team weaknesses, set goals, develop and implement plans of action, and provide oversight and motivation throughout the process (App C, FM 22-100).  The leader’s counseling effectiveness impacts on the unit’s command climate.  The leader coach uses the counseling session to…

· Reinforce the unit’s vision and bring life to the goals and objectives of the organization. 

· Clarify expectations and define standards, both individual and organizational.

· Establish milestones for professional growth.

· Identify individual strengths and weaknesses and the soldier’s role on the team.

Work on being an effective counselor, coach your soldiers to success and provide the mentoring they seek out.     

Command Note 16

DEVOTION

“The first thing a young officer [leader] must do when he [she] joins the Army is to fight a battle, and that battle is for the hearts of his men [and women].  If he [she] wins that battle and subsequent similar ones, his men [and women] will follow him [her] anywhere; if he [she] loses it, he [she] will never do any real good.”

 
  



Montgomery of Alamein: Memoirs, XXXIII, 1958 

Soldiers constantly measure your level of devotion.  They see it, listen for it, and test it.  Above any other leadership quality, if soldiers believe their leader is devoted to them, they will follow the leader…anywhere.  How I see devotion:   

· Placing the welfare of your soldiers and their families before your own.

· Fighting for your soldier’s best interests, both professional and personal.

· Defending your soldier’s actions when warranted.

· Treating your soldiers without prejudice.

Many of you have encountered the “devoted” Christian.  You know the type: can quote scripture, attends church weekly, will bow for prayer; but never volunteers to help, places personal gain over the good of the order, and seeks to bolster his or her image by stepping on the backs of others.   Don’t become the “devoted” leader.  Instead, be a leader who is devoted to his or her soldiers and their families…they really will follow you anywhere. 

Command Note 17

WHAT IS GOOD JUDGMENT?

“I learned that good judgment comes from experience and that experience grows out of mistakes.”

 
  




General of the Army, Omar N. Bradley 

The mental attributes of an Army leader include will, self-discipline, initiative, judgment, self-confidence, intelligence, and cultural awareness.  Of all the attributes, judgment is most often called into question…if you have been in this business for just a few days, I’m sure you have heard the remark, “he/she lacks good judgment;” or “his/her judgment is called into question.”  This is what I think good judgment means:

· Making the best decision for the situation.

· The ability to size up a situation quickly, determine what’s important, and decide what needs to be done.

· Being able to weigh what you know and make decisions in situations where others do nothing.

Good judgment is rooted in principles…our Army’s seven core values.  It requires the leader to take risk, use discretion, and always look out for the good of his/her soldiers and that of the organization.  Practicing good judgment means you take responsibility for your actions.  You must encourage disciplined initiative in, and teach good judgment to, your subordinates.  Above all else, good judgment is displayed by practicing what you preach!  Don’t fall into the trap of “Do as I say, not as I do,” because your soldiers will see right through you and then call your judgment into question!

Command Note 18

WHAT DIRECTION DOES THE NEEDLE ON YOUR MORAL COMPASS POINT?

“The soldier’s heart, the soldier’s spirit, the soldier’s soul, are everything.  Unless the soldier’s soul sustains him, he cannot be relied on and will fail himself and his country in the end.”

 
  






General George C. Marshall 

What direction does the needle on your moral compass point?  When was the last time you checked?  As a leader, how often do you teach the Army’s seven core values to your troops?  More importantly, how do you bring life to them?

Good judgment relies on the direction the needle on your moral compass is pointing.  True North is the direction you should seek.  But, there are many objects that interfere with your compass reading, often leading the needle to point in other directions.  Successful leaders bypass those objects and shield their compass from the object’s strong pull.  Others, not so successful, fall prey to the object’s misdirection and ultimately fail in their leadership and potentially risk the lives of their soldiers.

Understand that the direction the needle on your moral compass points will mean the difference in your soldier’s soul.  If the needle on your moral compass is pointing toward True North, then you will find the treasure to put in your soldier’s heart, the courage to impregnate your soldier’s spirit, and the nourishment to feed your soldier’s soul.  I guarantee it!
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