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Brief

The objectives of this study were to (1) identify what behaviors

are performed by rifle squad leaders when on the main line of resistance

and reconnalssance patrol and then to (2) determine the extent to which

these behavinre are indicative of good or poor infantry squad leaders as

reported by men of squad ieader raanks as well as by men of ranks sub-

ordinate and supvrior to that of squad lesders,

The research was carried out in 1953 by means of questicnnaires

administered to a sam,.le of combat veterans of the Korean War, Each

soldier rated the overall effectiveness of a squad leader with whom he

had served in combat and then indicated how frequently the rated squad

leader yerformed cortain behaviors appropriate to a patrol or MIR situ~

ation.

The data were analyzed on the besis of the rank held by each of

the soldier's at the time of the gquestionnairels administration.

This research has ldentified important gaps in the leadership doc~

trine currently described in Army field mamuals. lMore specifically,

these manuals do not adequately deal with certain leadership problems

which the squad leader is likely to encounter in combat,

1.

Soldiers in & rifle platoon do not always agree on what kinds
of bvehavior distinguish the good from the poor squad leader in
combat,

4.

B.

Some behaviors are considered by men of all ranks to be
claracteristic of good squad leaders,

frequently, the soldiers in a squad do not agree with squad
leaders or with soldiers in the platoon headquarters as to
what behaviors characterize the good squad leader, This
can be viewsd as & lack of appreciation on the part of the
soldiers in the squad of the demands of the tactical mission
and ths probleme besetting their squad leader or, a lack of
appreciation on the part of squad leaders and platoon head-~
quarters personnel of the needs and problems of the men in
the squads,
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C. TFrequently, squad leaders do not agree with the soldiers in
their squad or with soldiers in the platoon headquarters as
to what behaviors characterize the good squad leader. This
can be viewed as a lack of appreciation on the part of thse
soldiers in the squad or soldiers in the platoon headquarters
of the many problems besetting the squad leader or, a lack
of appreciation on the part of the squad lesder of the needs
end problems of those above end below him in the platoon, or
of the demands of the tactical mission,

D. requently, soldiers in the platoon headquarters do not
agree witlh soldiers in a squad or with gquad leaders as to
what behaviore characterize the zood squad leader. This
can be viewed as a lack of appreciation on the part of
soldiers in the squad or the squad leader of the demends of
the tactical mission or of the needs and problems of platoon
headovarters personnel; or a lacl: of apprecistion on the
part of platoon headgquarters personnel of the needs and
problems of squad leaders or the men in the squads,

II. Soldiers in a rifle platoon expect different things of the squad
leader when on patrol then wlen on the MIR~—~—thet is, in a etress
and non-stress situation.

III, Compared to those above and below them, squad leaders frequently
have difficulty defining what 2 squad leader should dc, per-
ticularly when on patrol-—a stressful situation,

IV. Squad leaders must adjust both to those sbove and below them in
the platoon if they are to perform effectively.

These points are discussed in detail in the body of this report and
the possible implications of these findings to the Army are indicated

on pages 93 to 103,

ii




FREFACE

One of the prime objectives nf Fuman Resources Research Unit #2 has ;

been to concern itself with the Army!s NCO training program, Officers

and non-commiesioned officers alike have indicated that this training

should incorporate expe. snces gained in the Korean War, In 1952-53

many veterans of the Korean War were either passing through or stationed

at Pt. Ord, California. This research was initlated in ordex *» tap the

valusble combat experience possessed by tkese Korean War veterars. The

research project was approved by OCAFF and G-1 Deyartment of the Army,

26 November 1952,
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4 COMFPARISON QF THE COMBAT FERFORMANCE OF GOOD AND POOR INFANTRY SOQUAD LEADERS

STATZMENT OF FROBLEM

Tris paper presents an analysis of the leadership techniques utilized
by good and poor infantry squad leaders in a stress and non-stress situ~
ation. Specifically, tnis paper reports (1) the frequency with which
various leaderskip techniques are employed by equad leaders when on
patrol and when on the MLR and (2) the extent to which these behaviors
are identified as indicative of good or poor squad leader by men of squad
leader ranks as well as by men of ranks subordinate and superior to that

of squad leaders,

PROCEDURE

In the fall of 1952 intensive exploratory interviews were conducted
with combat infantry veterans of the Korean War. These interviews con-~
firmed previcusly held hunches that combat could be divided into a
nunber of specific situations differing in the amount and kinds of
piysical end psychological stress present, It was Lypothesized that tke
leedersnip techniocues employed by squad leaders would differ with the
combat situation and that, moreover, a soldier's attitudes towards these
leadersair techniques would not only depend upon the specific combat
situation in which that technique is amployed, but also depend upon his
rank. For the most part, Army field manuals dealing with leadership,
.8, FM 22~10 and FM 22-100, have not fully dealt with these hypothesized
situational and rank differences in their exposition of leadership

principles,
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Questionnaires dealing with two combat situations were prepared-—one
dealing with squad leadershir techniques while on a patrol and the second
dealing with squad leadership techniques while on the MIR, These two
situations were selected because (1) they characterized the combat situ-~
ation prevailing in the latter stages of the Korean VWar and consequently,
were situations with wkich meny returning veterans would be femiliar; and
(2) there were marked differences in the amount of physical and psycho-
logical stress present, The patrol situation is perhaps second only to
the fire fight situation in the amounv of physical and psychoiogical stress
that is imposed on the infantry soldier. On tkhe other hand, the MLR situ~
atior is relatively non-stressful. This was true (at least £ some parts
of the MLR) of the period of time when the soldiers completing the ques~
tionnaires were in Korea, the spring and summer of 1953,

In the summer and fall of 1953 questionnaires dealing with the
ratrol and MLR situation were administered to a sample of recently re~
turned combat infantry veterans of the Korean War, These veterans were
contacted as they were processed at or while being stationed at Pt. Ord,
California. Approximately 280 of these veterans compieted each of the
quastionnaires, and approximately 80% of the veterans completed both
questionnaires,

Jach infantrymen was first asked to rate the overall effectivenegs

of a squad leader with whom he gserved for at least one month in Korea,
This rating was made on the following five point scale: 'way above
average," "a little above average," "about average," "a little below
average," and '"way below avera_ e." Por purposes of analysis the rated

2
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squad lcaders were divided into two groups. Apprcxizately bhelf of the
rated squad leaders had been rated "way above average,” or "a little
above averzge.," These leaders have been desi,nated good leaders, Lead-
ers reted as being "about averaze," "a little below average," or "way
below average," have been designated poor squad leaders. (TLree—fourths ‘
of these poor leaders had actually been rated as being "about average."
Tims, this study may be a comparison of the combat performance of gbove

averaze and average infantry squad leaders, Since tnere is a well kmown

tendency for mea to be rated somewhat higher than they should be, it

geems probable that many of the M"about average" squad leaders were actunally
fairly poor., For ease of presentation, the leaders are referred to as

2ood and poow respectively.)

After rating the squad leader, each infantryman was asked to indicate
how often this same squad leader performed each of a number of behaviors
woile in a patrol andfor MLE situation.1 Frequency of performance was
indicated on the following five point scale: M"always," "usuelly," "about
half the time." "seldom," and "never." For purposes of analysis, frequency
of performance of the various behaviors was also divided into two groups.
The cutting point agein was the point whkich divided the .ated squad
leaders into two groups of approximately equal size, i.e., the median,

The findings presented in this report are based on the relation be-

tween a squad leader's rating (good and poor) and the frequency with

1 . . ‘e . . .
These behaviors were identified earlier as a result of interviews

X2 + T & ~ & £ ” TOS 1} Py A e veanT e 2l ~ b
held with other combet vederarns of $he ACTIENn wal, sl CRAEpPLE 01 & OG-

havior is "gave his orders in a firm confident manner,"
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which this same squad leader was reported to lave performed the various
leadership beheviors (ahove or below the median). When the relation is
such that it is unlikely to have occured by chance, the particular be-
havior is described as being characteristic or typical of one kind of
squad leader and not tre other, e.g. typicel of the good but not the poor
souad leader, TFollowing this, desirable behaviors are those which were
typical or characteristic of zood leaders. Similarly, undesiradble be-
Laviors are those which were typical or characteristic of poor leaders,
It skould be noted that while the infantrymen were asked to indicate

what behaviors the rated squad leader actually performed, some infantry-

men probably indicated what behaviors the rated squad leader should have
performed., It ie likely that trese "ideal expectations" reflect the
soldierd social and psychological needs ag well as whatever leadership
training he had received in the Army via NCO school or CCS,.

Since the infantrymen were contacted as individuals rather than as
members of organized units, it is doudbtful that any squad leader is
reported cn more than once, This cannot be ascertained, however, bhe-
cause the soldiers were not requested to indicate tle name or organ-
ization of the squad leader they close to describe. Such a procedure
was followved in order to obtain an unbiased evzluation of 2 squad leader's
effectiveness and an accurate report of his actual behavior.

The data‘iagianalyzed on the basis of rank held by each of the com-
bat veterans at the time they answered the questionnsires, Three rank

categories were formed and the men used in the study were assigned tn

L




,,w*m w_ww__m.nwj
i
!

yarer

one of three rank groups: subordinates—consisting of approximstely 8%

soldiers holding the rank of private or private first class; squad

leaders~—consistirg of approximately 120 soldiers holding the rank of

corporal ar sergeant; and superiors—consisting of spproximately 70
soldiers holding the rank of sergeant first class through captain. This
breakdown permitted a study of the relationship between a soldier's
position (rank) in the military organization and his evaluation of squad
leader behavior., It should be pointed out that in the early part of 1953
very few squad leaders in line infantry units held a rank higher then
that of sergeant.2

On the basis of content, each of the behaviors were assigned to one

of five activity areas: control activities—concerned with ways a squad

leader exercises control over lis men; intermediary activities——concerned

with how a squad leader acts as an intermediary between his subordinates

and bhis superiocrs; interpersonal activities—concerned with informal

relationships existing between & squad leader and his men; ggintenance
activities-—concerned with keeping the squad in a state of combat

readinese; and tactical activities—directly concerned with carrying out

the squad's mission ageinst the enemy or maintaining security.

2All soldiers were asked to indicate the particular job they held
for the longest time while in Korea, Approximately three-~fourths of the
men of subordinate and superior rank held Jobs appropriate to their rank.
One-~third of the men of squad leader rank reported trat the job they held
for the longest time had been squad leader or assistant squad leader, It
is likely however, that others of squed leader rank held the job of squad
leader or marintant squad leader for a siorter period,

5
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The particular behaviors in each activity area which were employed
by the squad leaders, znd the extent to which these behaviors were viewed
as desirable by the three groups of soldiers—subordinates, squad leaders,

and superiors—will be discussed in the following section entitled RESULTS.
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DEFINITION OF TXRMS USZD IV TEXT

The material presented in this report is based on an analysis of
statistical data, For ease of presentation and in order to increase the
readability of this report the findings have been presented in lay terms,
Since these lay terms are besed upon precise statistical relationships,

the exact meaning given these terms in this report are outlined below,

SUBORDINATIS, SQUAD LEADERS, AND SUTERIORS:

Ve have called soldiers SUBORDINATZS when they held the rank of
private or private first class, We have called soldiers SQUAD LEADERS
when they held the rank of corporal cr sergeant., We have called soldiers
SUPZRIORS when they held the rank of sergeant first class through captain,
Ranks were those held at the time the soldier completed the questionnaires,
GOGD or POOR squad leaders:

We have called a squad leader GOOD if the soldier rated him as being
a little above average," or "way atove average." We have called a
squad leader POOR if the soldier rated him as being "about average," "a
little below average," or "way below average."

FREQUENTLY performed a behavior:

We have used the term PREQUENTLY when the soldiers reported that
the squad leader they raced "usually® or "always" performed a behavior,

TYFICAL, CEARACTERISTIC, or THE MARK of a good (or poor) squad leader:

We have considered a behavior as TYPICAL, CHARACTsRISTIC, or THE
MARK of one kind of squad leader (good or poor) when the soldiers

indicated that it was more frequently performed by one kind of leader

7
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; than another, for example, more frequently performed by good squad leaders
ﬁ toan by poor squad leaders., In these cases the difference in frequency

} of performance between good and poor squad leaders is of a magnitude that
it is unlikely to have occured by chauce, (Significant at the ,10 level
of confidence or better),

D4SIRABLE, ATFROVED, UNDESIRABLE, CRITICAL, DISAPPROVED:

We Lave referred to a behavior as DESIRABLE (or UNDESIRABLE) when—
We have said that soldiers AFPROVE (or DISAFFTROVE or are CRITICAL)
of a behavior when—

the soldiers indicated that the behavior was more frequently performed by

good (or poor) squad leaders than by poor {or good) squad leaders., In

these cases the differences in frequency of performence between good and
poor squad leaders is of a magnitude that it ies unlikely to nave occured
by chance, (Significant at the .10 level of confidence or better).

CHEAT TNTER&ST, GREAT CONCERY, SEVSITIVI:

We have said that soldiers sihiow GRsAT INTYREST, GRYAT CONC.RY, or
are SEINSITIVE towards a bekavior when they khave indicated that the be-
havior was more frequently performed by one kind of (good or poor)

: leader than another, In these cases the differences in frequency of per-

formance between good and poor squad leaders is of a magnitude that it is

uglikely to have occured by chance. (Significent at the .10 level of
confidence or better),

LITTL. INTEREST, LITTIE CONCHRM, UNCONCIRN, INDIFFERENCH, UFCLRTAIFTY,

UNCRITICAL, AS TRUE, ®QUALLY TRUE:

We have said that coidicrs show LITTLE iNTEREST, LITTLE CONCERN,
3
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UNCONCSRN, INDI¢FERINCY or UNCERTAINTY towards the rerfoimance of a

behavior when—

We have said that soldiers are UNCRITICAL of the verformance of a

behavior whenp—

We have said thet soldiers consider the behavior AS TRUE of good as
it was of poor leaders, or EQUALLY TRUE of good and poor leaders
vhen—
the soldiers report that there was little dif erence in the frequency
with vhich good and poor squad leaders performed a behavior., In these

cases the differences in frequency of performance between good and poor

squad leaders might well have occured by chance,
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RESULTS

The results are presented in turn for each of the five activity
areas, The behaviors within each of these five areas have been arranged
into a number of logical sub-areas, Tables summarizing the findings in

each activity area are included at the end of the textual discussion of

that area,

Control Activities Area

Probably the most important function of the squad leader ir any
situation is exercising control over his subordinates. The behaviors
making up the control activities area have been divided into four sub~
ereas for purposes of analysis: wmanner of giving orders; manner of
implementing orders; del-gation of responsidility; and mainternance of
preatige. (4 table summarizing the findings in this area is on pagesg 17-18)

ianner of Giving Orders,—The precise manner in which a squad leader

gives orders to his subordinates wae found to be related to how highly
he was evaluated, In both the patrol aand MLR situations, approximatsly
eighty-five per cent of t:ze men reported that their squad leader
frequently gave his orders in a firm confident manner and also made sure
that Lis orders vere clearly vnderstood by his men, All three rank
groups—subordinate, squad leaders, and superiors—agrezd that thece be-
haviors are typical of good squad leaders,

Approximately three—fourthes of the squad leaders wken on the MLR
were reported as frequently directing their orders to specific people

10
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rather than to their men as a whole, In the eyes of all soldiers good
and poor leaders were about equally likely to direct their orders to
specific people, though teo some extent subordinates were more inclined to
view thie 28 a desirahle wractice than were men in the other two rank
STYOUpS.

While people vsuzlly associate threats and swearing with Army non-
commissioned officers, evidence available in this study indicetes that,
both when on patrol and the MLR, such behavior is not the rule, Only
adout fifteen per cent of the squad leaders were reported as frequently
accompanying their orders with threats or swearing, Squad leaders, and
particularly subordinates disapproved of threats in the relatively secure
MIR situation, Superiors indicated t:at it was as true of .ood as it was

of poor leaders when on the MLR, Tre three rank groups showed little

coacern with th eats when on patrol, Concern with survival in that stress-

ful situation may well account for this apparent indifference to tLreats.
Soldiers are apparently less critical of swearing than they are cf
threats. All soldiers agreed that, both when on patrol and wher on the
MLR, swearing was about as characteristic of good as it was of poor squad

leaders,

Manner of Implemerting Orders.—Subsequent to the giving of an

order, it is necessary for the squad leader to ensure that the order is
promptly and properly carried out., Approximately eihty per cent of the
squad leaders, both when orp patrol and the MIR, were reported as
frequently making some attempt to secure the effective implementation of
their order, The various attempts to ensure the implementations of orders

11
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however, were viewed differently by the three groups of infantrymen in~

volved in this study., All soldiers, and particularly soldiers of sub-

-

ordinate rank, indicated that a squad leader should make sure that his
orders are promptly and properly carried out when on patrol. There is

a striking difference in attitudes towards manner of implementing orders
wien on the MLR however, When on the MLR soldiers of subordinate rank
are relatively unconcerned with the extent to which a squad leader checks
on the inmplementation of his orders or fails to supervise his men when
carrying out his orders. Squad leaders and superiors, on the other hand,
show great concern with these two forms of order implementation, The
reverse is true vwith reference to "riding" of men when they work. Here
subordinates show the most critical attitudes while squad leaders and
gsuperiors 8’ aw relatively little concern, thet is, they attritute it as
often to gooa as to poor a2quad leaders. The great emphasis shown by

superiors towsrds supervision of men is also shown by the fact that they,

RCY

in particular, approved of squad leaders who pay close attention to "8
balls" on work details. A more detailed discussion of these situational
differences in attitudes towards sugervision is found in a later section
of this report.

In the course of making certain that orders are carried ouvt, tne
squad leader has many opportunities to indicate t¢ his men the calibre of
their performance. Approximately seventy per cent of the squad leaders
were reported as frequently telliny their men when they performed poorly

and also tellinz them when they performed well, This was true both when

TR WY T ST T,
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on the MLR and when on patrol, Men of subordinate ranks reported that
such behaviors were cheracteristic of good leaders both when on patrol
and the MLR. Superiors made such an evaluation only on the MLR. Men of
squad leader rank indicated that sood and poor leaders used these
techniques equally often in both situations, Subordinates and superiors
indicated somewhat greater concern with "knowing how one stands,™ in the
patrol than in the MIR s:tustion,

Personnel management principles frequently indicate that when
criticism is leveled 2t subordinates, this criticism should be given
privately in order to protect the integrity of the o:fender in the eyes
of his fellows, A statement concerned with private criticism was included
only on the MLR questionnaire, Approximately half of the squad leaders
were reported as frequently giving their criticism of subordinates in
private, (ddly, only soldiers of squad leader and superior ranks clearly
indicated that such bekavior was more characteristic of gc¢wd than of
poor leaders. An inspection of other data, (see Supplement, TABLE VI)
revealed that soldiers of aubordinate ranks reported criticism being
given privately less frequently than did soldiers of squad leader or sup-
erior rank, Inasmuch as soldiers of subordinate ranks would have the
greatest opportunity to detect such behavior their observations are
particularly worthy of note, Apparently criticism in private occurs less
frequently than either squad leaders or superiors realize,

Delegation of Respongibility.,—Orders can originate frem the squad

leader aulune, or from the squad leader .after comsultation with his men,
It may be assurmed that the acceptance of orders will he incrcased when

13
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the men in a squad are consulted in the decision making process, Both
when on the MLR and when on patrol, approximately half of the squad
leaders were reported as frequently openly seeking their men's advice
while a muck larger number of squad leaders (approximately seventy~five
per cent) were reported as frequently following their men's advice when
it was considered good, These findings show that squad leaders are more
likely to let subordinate's opinions influence their decisions than they
are to openly seek sssistance from them. Attitudes towards the seeking
and following of subordinztes suggestions however, differed with the
soldiers! rank as well as with the situstion in which the exchange takes
place., While this rank and situational difference is discussed in more
detail in a later section, a few observations can be made at this point,
All soldiers indiceted moderate approval of leaders who seek advice from
subordinates when on the MLR. Subordinates clearly approved this same
behavior when on patrol also, while squad leaders and superiors indicated
that, when on patrol, both good and poor squad leaders were about equally
likely to seek their men's advice. Both when on patrol and when on the
MLR, subordinates feel that a squad leader should follow their men's
good advice, Squad leaders felt that good and poor leaders were about
equally likely to follow their men'!s advice in both situations. Sup-
eriors however indicated that the following of good edvice was the msark
of a good squad leader when on patrol, but about es true of poor as it
wvas of good leaders when on the MLR.

Approxims tely seventy ver cent of the squad leaders were reported

as frequently giving their men wide discretion in the implementation of
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orders when on patrol, Only squad leaders and superiors approved such

beravior, The apparent indifference of subordinates to greater freedom
when on patrol is consistent witn their earlier high approval of cloae

supervision by leaders wher on patrol, as well as their desire to know

exactly how well they are performing when on patrol. This interesting

finding is discussed in mcre detail in a later section.

Maintenance of Prestipe,—The role of the leader has traditionally

brought with it certain elements of prestige. Whether the maintenance
of thic prestige has resulted in greater or lesser acceptance of the
leader by his subordinates can, to some extent, be answered by the data
available here,

In addition to delegation of decisior making authority (discussed
in the previous section) three other items were concerned with the prestige
facter, These three items appeared both in the patrol and MLR situation—
they dealt with the admission of error; explaining the "why® of an order;
and the acceptance of "back-talk,”

Aprroximately three—fourths of the leaders were reyrorted as frequently
admitting when they were wrong and, whenever possible, expleining the
"why" of an order, Admission of error was approved by all soldiers in
both situations., Not so their attitudes towards the explaining of "why,"
Yhile subordinates approved the explainiag of "why! in both the patrol
and MLR situations, squad leacders and sureriors approved this behavior
only when on patrol, They indicated that it was about as true of poor

as it was o. good squad leaders when on the MIR

15




Less than ten per cent of the leaders were reported as frequently
taking beck—-talk from their mer, either in the patrol or MLR situation.
The soldiers most critical of this action were of superior and to a lesser

extent, squad leader, ranks,

16
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TABLz I—COMNTROL BEHAVIORS REFO'.TED BY SOLDIERS OF DIFFsRENT RANKS TO
BY THE MARK OF A GOOD SQUAD L.ADTR ONM FATROL AND ON TH¥ MLR

ITeM NO, ON PATROL ON THE MIR
PA~ A GOOD SQUAD LEADIR Pvt Cpl Sfc Pvt Cpl Sfc
TROL. MLR IS ONE VWii0 Pfec Sgt Capt Pfc Sgt Capt
15 69 gives orders in a firm
confident menner* X¥*x X X X Y X
55 450 mekes sure that his crders
are clearly understood X X X X X Y
92 directs his orders to
specific people et ok Z
36 85 does not threaten his men X Y

43 29 does not swear at his men

e —————

28 20 checks to see that his
orders are promptly and

properly carried out X X Y X X
77 supervises his men = = ——eeemem — Y X '
16 pays close attention to "8

bells” e X
9 does not Yride!" his men e e o e Z

32 97 coupliments his men when
they do well and chews
them out when they do
poorly X Y A
38 criticizes his men in
private 000000 e — X Y

* Behavior wordings have been paraphrased for ease of presentation with
behaviors worded negatively in the original questionnaire reworded
positively here, See Supplement to this Technical Report for original
wording,

** The symbols X, Y, and Z indicate the attitudes of the three soldier
groups towards %the listed behaviors,

X indicates that the behavior was very clearly considered the mark
of & GOOD squad leader, (Significant at the .01 or ,001 level of
confidence,)

Y indicates that the behavior wes clearly considered the mark of a
(00D squad leader. (Significant at the ,05 level of confidence,)

2 indicates that the beravior tends to be considered the mark of a
GCOD squad leader. (Significant at the ,10 level of confidence.)

*¥* Behavior not included in that situation.
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TABLE I concluded

: ITeM YO, ON PATRQL ON THE MLR
: PA~ A GOOD SQUAD LEAD:R Pvt Cpl Sfc Pvt Cpl Sfc
‘ TROL MIR IS ONB WHO Pfc Sgt OCapt Pfc Sgt Capt ‘
£ 26 70 aske subordinates for sug-
geations X Z 2 Z
5 47 acts upon good suggestions
3 offered by subordinates X X 2
] 38 gives his men lecway in
carrying out orders X X e
11 81 explains, whenever possible,
the "why" of an order X Y Y X z
: 20 61 admits when he is wrong X Y Y X X X
57 €4 does not let his men talk
back to him Z X Y X
!
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i
-
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Intermediary Activities Area

When acting as an intermediary between the men in his squad and
platoon headquarters, the squad leader performs one of his most important
functions, It is also a trying duty since the demands of his superiors
and subordinates are not always the same, The behaviors making up the
intermediary activities ares have been divided into four sub-areas:
questioning of superior's orders; respect for superiors; defense of sub-
ordinates; and securing non-tactical information, (A table summarizing
the findings in this area is on pages 26-27,)

Ques tioning of Superior's Orders.—One aspect of acting as an inter—

mediary involves the passing along of orders from superiors to subordinates.

In passing along such orders, difficulties can arise on one of two scores;
the squad leader can view the orders as unclear; or he can consider the
orders unreasonsble cr impossible to implement. A leader's evaluation of
his superiors orders rececives no mention in current Army leadership
doctrine,

Nearly ninety per cent of the squad leaders were reported to have
frequently questioned erders from superiors which they felt were unclear,
and this was true both when on patrol and when on the MLR, Regardless
of rank, all soldiers agreed that good leaders were more inclined to
question unclear orders than were poor leaders.

4 smaller number of squad leaders (approximately B0 per cent) were
reported to have frequently questioned orders from superiors which they
felt were unreasonable, and this was true both when on patrol and when

on the MLR, Men of subordinate ranke considered this practice the mark

19
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of a good squad leader both when on patrol and when on the MIR, Soldiers
of squad lesader rank indicated that good and poor squad leaders were

about equally likely to question unreasonable orders both when on patrol

and when on the MLR. Superiors apprnved the practice when on petrol,

tut felt it was equally true of good and poor leaders when on the MLR,

Tre attitudes of squad leaders probably reflects their greater familiarity
with the difficulties involved in questioning "unreasonable" orders,

Such questioning may well be viewed as & challenge of the wiudom of the
superior originating the orders. Superiors are probadbly reluctant to
admit that "unrea-onable" orders are given, and in the face of such
resistance, the squad leader may have little choice other than informslly

ignoring or modifying the order. Superiors greater willingness to accept

[

questioning of unreasonable orders when on petrol than when on the MLR
probably reflects the crucial nature of good orders in a stress situation. :
This is discussed in more detail in a later section of this report.

Respect for Superiors.—When acting as a liuk in the chain of com-

mand, the squad leader may or may not respect the integrity of his
superiors, Bj respecting their position, the squad leader tends to ful~
fill his role in the military structure, though this may be at the
expense of losing the loyalty of ris men, His disrespect for superiors
can be demonstrated by publicly criticizing superiors or griping about
orders.

Avproximately fifteen per cent of the squad leaders were reyported
as frequently publicly criticizing their superiors and & smaller number

of squad leaders (ten per cent) were reported as freguently whining and

20
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griping when receiving orders from superiors, These tuo patterns were
evident both when on petrol and when on the MLR,

In the opinions of all soldiers, good and poor leaders were about
equally likely to criticize their superiors when on patrol. Subordinates
and squad leaders indicated the same thing when on the MLR, but superiore
were highly critical of this behavior when on the MLR, A squad leaders
whining and griping when receiving orders was clearly disapproved by sub-
ordinates ard superiors botl. when on patrol and when on the MLR. Men of
squad leader ranks attributed this practice as often to good as to poor
leaders in both situations. This probadbly reflects the awkward inter-
mediary position of the squad leader, Certainly retaining the position
of squad leader ies contingent upon acceptance bty superiors. Such accept-
ance would be jeopardized by public criticism of supericrs or by repeated
wiining and griping when receiving orders,

Respect for superiors is also indicated by the extent to which squad
leaders identify witn orders of superiors when vassing these orders
along to subordinates., If a squad leader does not pass down a superior's
orders as if it were his own, then he places the responsidbility for the
order directly upon the platoon serzeant or platoon leader, Approximately
sixty-five per cent of the squad leaders were reported as frequently
identifying with their superior's orders, and this was as true when on
patrol as when on the MLR., While men of cubordinate ranks clearly con-
sidered this a desirable practice when on patrol, squad leaders and
superiors felt that cood and poor leaders were equally likely to identify

with superiors orders in that situation., No rank group reported that

21




good and poor leaders differed appreciably in the frequency with which

squad leaders identified with superior’s orders when on the MLR, Since
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subordinates indicated that, when on ratrol, a good leader gave direct
orders, permitted no leeway in the execution of orders, and closely
checked on the carrying out of orders (see previous section) it is likely
that when subordinates are under pressure, they feel 2 need for more

1 direct commands and orders, This finding is discussed in more detail in

a later section of this report.

Defense of Subordinates,—The remaining behaviors in the intermediary
activities area are appropriate only to the MLK situation. The analysis
which follows is thus confined to the MLR situation,

The squad lcader can alsc be viewed as a spokesman for his sub-

] ordinates in their dealings with the platoon headquarters. As such, his
Job would involve protecting and furthering the interests of his men,
Approximately seventy-eight per cent of the squad leaders were reported
4 as frequently looking-out for their men with reference to the various

4 details for which men are assigned. Desirable behavior in this area
consisted of objecting when he felt tiat his squad was being asked to
provide more than its share of men for the various details, 48 is to be
1 expected, the higher a soldier!s rank, the less critical he was of squad
leaders who falled to object to diecrimination in this area,

E In order to function effectively, it is necessary that the men in a

squad possess a certain minimum of food, clothing, equipment and materials

for cleaning weapons. Due to the conditions of combat, it frequently
occurs that men do not possess an adequate supply of such necessities,
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To some extent, squad leaders are able to exert pressure upon platoon
headquarters to secure such items which are short, and such action
requires that the squad leader speaks~up to his superiors. Approximately
ninety per cent of the squad leeders were reported as frequently trying
to get their men such things as clothing, equipment, food, and cleaning
materials, While all soldiers tended to agrse that a squad leader's
concern for securing food and clesning material is important, it was
evident that the higher a soldier's rank, the less critical he was of
squad leaders who did not try to secure needed itens, This may indicate
a greater awareness by men of squad leader and superior ranks of the
logistical problems encountered when on the line,

While soldiers of subordinate ranks approved of squad leaders who
protected their interests with reference to the strictly military areas
of food, clothing, equipment and cleaning materials threy gave additional
praise to those squad leaders who protected their interests in the
relatively fringe areas of PX rations and recreaticnal activities,
Approximately three-fourths of the squad leaders were reported as
frequently looking-out for their men's interests with: reference to
recreational opportunities and approximately ninety per cent of the squad
leaders were reported as doing the same with reference to PX rations,

In the eyes of soldiers of subordinate and squad leader ranks, good squad
leaders were far more likely than poor squad leaders to try to get PX
rations for their men end to object whan they felt their squad was being
descriminated azainst when it came to amusement and recreation., Soldiers
of superior ranks tended to associate such behavior equally with both

good and poor squad leaders.
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Decorations and promotions are two additional areas in which a squad
leader cen look out for the interests of his men., Approximstely two-
thirds of the squad leaders were reported as frequently trying to sccure
decorations for those men in their squad wro they believed deserved thenm,
and over three-fourths of the squad leaders were reported as frequently
trying to get more rank for their men, All of the men agreed that such
practices were desirable inasmuch as they were more characteristic of
good than they were of poor leaders, Soldiers of squad leader ranks
were the ones most hesitant to evaluate squad leaders in terms of their
concern with promotions. This, perhaps, reflects the TOLE restrictions
which effectively limit a squad leader's efforts in this area. Soldiers
of superior ranks were the ones most reluctant to evaluate squad leaders
in terms of their concern with decorations.

Securing Non-Tactical Informetion.~—The squad leader can also act

as & channel of cormunication between superiors and subordinates., To a
considerable extent, information influencing the future of the men in the
squad is in the hands of persons at the platoon headguarters, It is
reasonable to expect thet the rank and file would be vitally interested

in such information, and the effective squad leader would thus be one

who makes serious efforts to secure such information and pass it along

to subordin~tes, Approximately eighty per cent of the squad leaders

were reported as frequently inquiring from superiors as to when their

men were expected to go out on special details, out-posts, guard, what
the fulweé plans of the unit wer> and as to when men might oxpect
opportunities for amusement and recreatiog. Squad leaders who showed
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5 such concern, particularly with the two semi-~tactical areas, were rated
d as good by all of the soldiers concernad, Only soldiers of subordinate
ra ks, however, clearly considered inquirea as t. future recreationsal
opportunities to be the mark of a good squed leader. Squad leaders and
superiors identified this practice as often with poor as with good squad

leaders,

PTG
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TABLE IT—INTERMEDIARY BEEAVIORS REPORTED BY SOLDIERS OF DIFFERENT
RANKS TO BE THE MARK OF A GCOD SQUAD L3AD=R ON PATROL AND

ON THE MIR
ITsM NO, ON PATROL ON THF MLR
PA~ A GOOD SNOUAD LEADER Pvt Cpl Sfe Pvgt Cpl Sfe
TROL MLR IS ONE WEO Pfc Sgt Capt  Pfc Sgt Capt
23 26 questions unclear orders* X#x X X X X X
L0 98 gquestions unreasonable
orders X Y X
7 6 99 does not publicly criticize
his superiors X
34 114 does not whine or gripe .
when receiving orders X X Z X

17 87 identifies with his sup- }?
erior's orders Y i

25 objects when hLis men are

put on too many details e e e KKK X Y
27 tries to get food for his

men R et X X Y
34 tries to get clean clothing

for hismen =% @ cemmemee X Y
100 tries to get weapon clean-

ing material for his men  -~——eeeewe —_— X Y X
58 tries to get clothing and

equirment for his men @ =~ X X

* Behavior wordings have been paraphrased for ease of presentation
with behaviors worded negatively in the original questionnaire re-
worded positively here. See Supplement to this Techmical Report for
original wording.

** The symbols X, Y, and 4 indicate the attitudes of tre three soldier
groups towarde the lieted behaviors,

X indicates that the behavior was very clearly congidered the mark
of & GOOD squad leader, (Significant at the.,0l or .001 level of
confidence,)

Y indicates that the behavior was clearly considered the mark of &
GOOD squad leader. (Significant at the .05 level of confidence,)

2 indicates that the behavior tends to be considered the mark of a
GOOD squad leader. (Significent at the .10 level of confidence,)

E *** Behavior not included in that situation.

e e e ce——
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TABLY II concluded

§ ITEM NO, ON FATROL ONF THE MIR
@ Fa~ A GOOD SQUAD LEADER Pvt Cpl sfc Pvt Cpi Sfc
TROL MLR IS ONE WHO Pfc Sgt Capt Sgt  Capt
11 tries to get PX rations for
his men SN X
L4 objects when his men have
too few recreational
opportunities @ === cc;cemmmeo X

22 recommends decorations for
deserving men

2 recommends promotions for
deserving men

84 1inquires about future work
details and guerd duty

89 inquires about his units
future plans

42 inquires about future re-
creational opportunities
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Interpersonal Relations Activity Area

A considerable portion of a leader's relations with hLis men are
relaxed and informal and reflect the fact, that they both are fellow
human beings rather than soldiers ciffering in their position in the
military structure. The nature of a syvad leader's behavior towards his
men in these informel situations may well influence how he is evaluated
by his men, and conssquently, how well the squad performs, Obviously,
opportunities for informal social relations are relatively few when cn
patrol, and relatively many when on tke MLR. Unless stated to the
contrary, the behaviors in the interpersonal relations area apply to the
MLR situation. For purposes of anelysis, the behaviore in this area have
been divided into four sub-areas: rank consciousness; favoritism; morale
of men; and bhandling of new men, (4 table summarizing the findings in
this area is found on pages 41-42,)

Rank Consciousness.~—The squal leader invariably holds a position,

if not a rank, superior to that of his men. This higher position brings
witk it certain privileges which are, to varying degrees, recoznized and
accepted by the rank and file as the prerogatives of leadership. On the
other heud, it has frequently been noted that certain leaders abuse these
privilages, or take other unwarranted privileges. Four items on the MLR
questionnaire concerned themselves witi. the privileges of rank,
One of the most important tasks imposed upon a squad while on the

MLR is the posting of guards, At times, during the 100% alert periods,
every member of the sguad 1s expzcied io De avalliullie and ready
At the same time, infantry squads on the MLR are frequently shorthanded,
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and the remaining men are usually lacking adequate slevop, In such
instances, guard duty becomes a particularly odious burden, Although
the squaed leader is not ordinarily expected to yull guard, some squad
leaders, in order to give their men additional rest, have chosen to go
on gvard when their squad was shorthanded, Approximntely eighty~three
rer cent of the squad leaders were reported as frequently going on guard

when their squad was shortLanded. While infantrymen of all ranks tended

to ayprove this practice, soldiers of subordinate, and to a lesser extent,

soldiers of squad leader ranks particularly identified this behavior ss
the mark of & good squad leader. Superiors indicated this hehavior was
about as true of poor as it was of good squad leaders,

A less important, but still necessary, task placed upon squads on
the MLR is that of furnishing men for verious details which arise, such
as goiug for rations, fuel, cleaning trenches, or building bunkers.
Technically, the squad leader's Jjob is to supervise his men as they work
on these details, On the other hand, the squad leader, for various
reasons may select to pitch-in, to work alongside his men. This decision
may be due to the fact that the squad is shorthanded, or that the squad
leader wishes to show hi¢ identity with his men by helping them., About
fifteen per cent of thke squad leaders were revorted as frequently refus-
ing to help their men when they wnrked on details, that is, these squad
leaders yreferred to retain the privileges which traditionally accrue
to the leader. Soldiers of subcrdinate ranks were critical of squad
leaders who refused to help their men on detail. On the other band,

soldiers of squad leader and superior _anks attributed this practice as

29
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often to good as tc poor squad leaders., f$hey may well fee. that the leader

has earned his position, and has 1ittle responsibility for working along-
gide Lis men,

The squad leader can also show great concern for the maintenance of
his own prestige during periods wken he is not directly involved in
furthering the squad's tectical mission. For example, how does the
squad leasder spend his stare time? Sixteen per cent of the squad
leaders were reported to have frequently spemt their spere time with
others of similar rank or position rather tkan with the men in their
squad, Interestingly, it was subjects of squzd leader ranks who were
most inclined to attribute such behavi.r to poor squad lsaders. Soldiers
of subordinate and superior ranks attributed this prectice as often to
poor as to good squad leaders., They may accept this practice because
they feel that the squad leader, as well as any other individuel, hes
the right to select and associate with peovle of his own choosing. The
fact that such associates are primarily others of like position or rank
may not be a deterrent to such an evaluation, In fact it may strengthen
it inasmuch as men of subordinate and superior ranks may feel that such
selective assoclations are the privileges of rank, help maintain the
prestig: of the leader, and even contribute to his effectiveness as
leader through the exchange of relevant knowledze and skills, It is
appacent also that such selective associations do not materially harm
subordinates,

Squad leaders may spend their spare time withérawn from their own

ren as well as withkdrawn from other squad leaders. Such behevior would
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E seer to indicate an anti-social personality or perheps a leader who would
| prefer not to mingle with' the men in his squad because of differences in
their respective positions in the military hierarcny. Only six per cent

of the leaders were reported as frequently staying off by themeelves,

W AP T | iy

Soldiers of subordinate and superior ranks were critical of such behevior,
both tending to attribvute it to poor squad leaders. Soldiers of squad
leader rank however, tended to attribute "staying off by themselves,!
equally to good and poor sgnad leaders, Their uncritical attitude to-
wards this behavior prohably reflects their awareness of =z leader's
need to withdraw from the group at times to rest from and reflect upon
the responsibilities of the job, ;
Favoritism,—In dealing witn his men, it is important that the aquad |
3 leader show impertiality. One of the most severe criticisms leveled
against squad leaders is the tendency for some of them to show favoritism,
: or to discriminate when dealing wit. their men. Such behavior frequently

has led to dissension in the squad, and conseguently, & lessening of its

combat effectiveness.
E Favoritism wcen on patrol may be indicated when a squad leader does
not make sure that the responsibility for carrying heavy weapons and

equirment is rotated among the wvarious me:, Tailure to insure the

rotation of suck heavy items however, may simply indicate lack of
appreciation of the difficulty of transporting such weapons. Approximately
eizhty per cent of the aquad leaders were reported to hLave frequently
rotated men on the heavy items, 3Subordinates and squad leaders considered
suck beravior the mark of a good squad leader. Iien of superior ranks
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Lhowever identified this practice as often with good as with poor squad

leaders, T:ris is to be expected since the men least likely to be assigned

the job of transporting the BAR or coils of communication wires are
sergeants first class or above,

Favoritism on the MLR can be shown in the manner in which & squad
leader spends his spare time, Kleven per cent of tle squad leaders were
reported as frequently spending their spare time with certain “buddies"
in the squad rather than with all of the men equally, Interestingly,
soliiers of subordinete and superior ranks did not attribute such be-
havior more to poor than to zood squad leaders. The group most critical
of such a practice was soldiers of squad leader ranks., They tend to
prefer leaders who did not dingle-out special buddies in the squad and
srend their time with these buddies. These findinge are consigtent with
those indicated in the previous section. Thal is, the rank and file and
superiors are quite willing to permit a squad leader to select his own
friends, whether in the squad or out of it, and willing to permit him to
spend his epare time with these buddies. Soldiers of squal leader ranks,
in both instances, were the group most critical of such bveluvior, perhaps
reflecting a reluctance to accept behaviors which superficially smacks
of blateant favoritism,

The squad leader has considerable voice in the selection of his

assistant, Consequently, the squad leader has an opportunity to discrim-

inate in favor of nis buddies in the squad. Approximetely fourteen per

cent of the squad leaders were reported as frequently selecting their

buddies tor the position of assistant sgund loader, even though this man
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was not neceesarily the one best qualified, All soldiers tended to view
this as an undesirable practice but the groups most critical of this
practice were soldiers of squad leader and superior ranks., The failure

of soldiers of subordinate rank to be vitally concerned with this prob-
lem mey be due to the fact that the position of assistant squad leader
seldom brought witl it an increase in rank., It did dring with it added
regsponsibilities, kowever, which the rank and file may be reluctant to
assume, Moreover, soldiers of subordinate ranks may be rationalizing
their failure to arise in the military heirarchy by attribtuting relatively

little importance to the job of assistant squad leader or the procedure b
r

by which assistant squad leaders are selected.

The srea of discrimination of greatest concern to soldiers of sub-
ordinate ranks was the manner in which squad leaders assigned men to
various work details, ldeelly the squad leader may be expected to show
no favoritism in assigning men to guaxd or work details, Impartiality

is insured whien the squad leader selects men by using & roster, either

written or merely kept in mind, but clearly recognized by the rank and
file. (It is the asuthor's contention that many squad leaders use a

written roster in order to remove the responsibility for selecting men
for details from themselves to the impersonel and automatic roster),

Ten vper cant of the squad leaders were reported as frequently discrim-
inating in fevor of their buddies when assigning men to work details or I
for zuard Cuty, "hile all groups tended to consider this practice un- ;

- WA ™
desivo®lie

, ccldiers of aunbordinate and ¢t 9 lesser extent soldiers of

squad lealer ranks were the ones most critical of squad leaders who showed
discrimination ia this aresa.
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Discrimination can also occur in the manner in which sguad leaders
distritute the supplies necessary for the effective functioning of the
squad, for example, food, clothing, and equipment, Approximately eighty-
nine per cent of the squad leaders were reported to have frequently
diastributed suck supplies impartially among the men in their squad.
Soldrers of squad leader ranks identified the equitable distribution of
food »nd water rations as the mark of a good squad leader. Subordinates
and superiors attributed this practice as often to poor as te good squad
leaders, Tiris mey indicate that the supply of food and water, while
limited, is relatively steady and their fair distribution is relatively
guaranteed by their very necessity. Moreover, platoon headquarters per-
sonnel ma)y ‘ake an interest ir tkelr distribution and thus incresse the
liklinood ot swpartiality. On the other hand, only subordinates and sup-
eriors considecred the equitable distribution of clothing and equipment
to be the mark of a good squad leader. Soldiers of squad leader rank
attributed this practice as often to poor as to good squad leaders,
relative uncertainty of the suoply of these items may increase the i
lood of discriminaticn in their apportionment.

Discrimination in the fringe areas of IX rations and opportunities
to secure recreation was consistently related to rank, Discrimination
in the provision of opportunities for recreation (18%) was reported to
bave occured somewhat more frequently than discrimincation in the dis-
tribution of FX supplies (07%). Soldiers of subordinate and squad leader
ranks considerad the fair distribution of these fringe items to be the
merk of a good squad leader, Superiors, on the other hand, indicated

3k
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that good and poor leaders were about equally likely to apportion them
fairly. The relative indiffer.:ce of superiors to discrimination in this
ares probably reflects the fact that superiors have less interest in these
fringe areas, and also are less vitally affected by such discrimination

on tte part of squaed leaders.

Morale of Men.-~The squad leader can do many things which affect the

morale of his men. His behevior can serve to make his squad a more
effective and spirited team or it can serve to meke it an ineffective and
dispirited team,

In his own personal behavior the squad leader can affect the morale !
of his men. For example, approximately eighty per ce-t of the squad

leaders were reported to have frequently had a friendly word and a smile

bl o

for the men in their squad, Soldiers of subordinate ranks and, to a

3 lesser extent, soldiers of superior ranks clearly attributed such be-~
havior more often to good squad leaders than to poor squad leaders and
this was true both when on yatrol and when on the MIR, The relative
inebility of soldiers of sguad leader ranks to differentiate between
good and poor leaders on this béhavior suggests the difficuliy of
belaving in such a manner while in combst., Approximately eighty per cent

of the squad leaders were repcrted as frequently trying to keep their men

cheerful when on the MLR, Subordinates considered this to he the mark

of a good squad ieader, whiie squad leaders and supsriors attributed this
practice about as often to poor as to good squad leaders, Squad leaders
stood aleone in their aftit liguor &ud clgu-

rettes when on the MLR, Only about ten per cent of the squad leaders
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? were reported as frequently refusing to share their liquor and cigarette
rations, Here again, we find that soldiers of subordinate and superior
raks were the ones most inclined to consider such behavior as the mark
of a poor squad leader,

The personal problems of the men may eaeily come to the attention of
the squad leader, For example, family problems, or problems concerned
with onels girl friend would easily manifest themselves in the soldiers
tehavior in the squad in the forms of moroseness, seclusinn, irritadbility,

etc, Only about one-fourth of the squad leaders were reported to have

A frequently payed little attention to their men's personal prodlems,

Interestingly, only soldiers of superior ranks were critical of such

[ ———

squad leaders, subordinates and squad leaders attributing this practice

as often to poor as to good squad leaders. This pattern probably reflects
the fact tns personal problems of subordinates would come to superior's
attention only when squad leaders had failed to deal with them effectively.
Moreover, superiors may feel that they have little tige for such prob-
lems, and that these problems are legitimately the rrovince of the squad

3 leader. The failure of subordinates to be criticel of squad leaders who
show little concern for ypersonal problems may have at least two bases,

] Firat, help with versonal problems may be forthcoming from all membere of

a squad in view of tne high degree of intimecy usually prevailing among
squad members. Thus, i% would not be the sole or primary responsibility
of the squad leader, Second, subordinates may feel that it is none of
the squad leader's business to show excesgive concern with their men's

personal problems,
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A perallel area is the extent to which a squad leader is considerate
of men who are in a poor physical or mental stete when assigning men to
details or guard duty. Only about ten per cent of the squad leaders
were reported to have frequently falled tc give men special consideration
at such times, Soldliers of subordinste ranks were the ones most critical
of such squad leaders, Soldiers of squad leader and superior ranks how-
ever, considered this bekavior about as true of poor as it was of zood
squad leaders,

According to reports almost all of the squad leaders, 97%, did their
best to see that the patrol drought wounded and dead back from enemy
territory, Since so many men performed this behavior, differentiatioa
between good and poor lraders waes markedly reduced., ZHowever, men of
superior and subordinate ranks viewed this bdehavior as more charescter-
istic of good leaders than did men of squad leader ranks, iden of sqr.d

leader rapnk were protably reluctant to differentiate since they had a .
first~hand knowledge of the difficulties involved in such an endeavor-—
the burden of resyponsibility 14 places on the leadsr, and the conflict
between resyonsibility for the living and responsibility for the wounded

or dead,

In any group of men, it is normal to expect arguments to arise which

can serve to tear the group apert., Similarly, in any group of men, one

can expect "in-groups" or cligues to develop &8 those of compatible

interests band tocether and those of incompatible interests separate, In

this lustance cleo, tha affectiveness of a squad can he hampered, par-~
ticularly if the different cliques do not get along with each other,
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Approximately seventy per cent of the squad leacders were reported to

have frequently tried to settle arguments that arose in the squad, and

to have tried to prevent the formation of incompatible cliques. Soldiers
of subordinate ranks were the ones most likely to attribute such behavior
to good rather than poor squad leaders, The sensitivity of subordinates
to this problem is noteworthy. The failure of soldiers of superior ranks
to differentiate between good and poor leaders in this area mey be due

to their lack of intimmte knowledge as to the inner workinge of the equads
in their command.

One additional area in which the squad leader can influence the

. e e ———-

morale of his men is by keeping them informed about the unit's future
plans, Admittedly, to some extent this will conelet of rumor, tut what
information is available is most likely to be in the possession of the
squad lealer—the wember of the squad who is in closest contact with

the platoon headquarters. As was noted earlier, soldiers of subordinate

ranks indicated that good lesders more often than poor leaders inquired

from superiors about the unit's future plans., A somevhat similar pattern
is evident here, Only twenty per cent of the squad leaders were reported
as frequently neglecting to pass such information along to their men,

While all renks were critical of this failure, subordinates were the ones

most critical,

Bandling of New Men.~~The squad is constantly faced with attrition

through combat losses or as a result of men having completed their tour
of duty in Korea or in the Army. In order to balance these losses, the

squad continually receives new men, usually freeh from basic training
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camps in the Zone of the Interior, The integration of these recruiis
into the existing squad is probably one of the most imyortant tasks
imposed upon the squad leasder as well as his men,

Sixty-three per cent of the squad leaders were reported as frequently
talking to new men in order to learn all they could about taem, as for
example, name, family background, home town, civilian experience, per-
sonel problems, etc, Only men of squad lesder ranks considered such
behavior the mark of a good squad leader. Subordinctes and superiors
identified this practice as often with poor as with good squad leaders.
Subordinutet!s failure to differentiate between zood and poor leaders on
this behavior (as wz2s also evident on another behavior—concern with
men's personal problems) may reflect their interpretation of this
guestioning as one of prying into a man's personal and private life,

Integrating the man into an existing squad can be hbroken down into
a number of specific activities., Approximately eighty-five per cent of
the squad leaders were reported as frequently telling new men how the
squad did things, what the squad Lad been doing, and what it would
probably do in the Jusure. All soldiers agreed that good and poor squad
leaders were about equally likely to tell the new man the squad's and
Tlatoon's S0T, On the other hand, all scldiers agreed that telling the
new man what the squad hi,d been doing and probebly would be doing, was
the mark of a good squad leader,

In addition %o orienting new men, arproximately eighty-five per
cent of the squad leaders were revorted es frequently introducing

recruite to the veterans in the squad and as urging trese veterans to
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keep a protective eye on these recruits. These two practices were
clearly considered desirabls oy all concerned.

The tendency for veteruns to relate their pest combat accomplishments
to the newcomers las been frequently commented upon. Unfortunately, sueh
accounte are ususlly embellished and exaggerated, and its effect upon
the newcomers is often felt to be harmful. Such accounts have come to
be called "war stories”, Approximately eighteen per cent of the squad
leaders were reported as frequently telling newcomers war stories,

There was little difference between good and poor leaders, however, in
the frequency with which these leaders related "war stories" to

newcomers,

ko
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TABIE III-—INTLRPIRSONAL BiHAVIORS REPORT«D BY SOLDI%RS OF DIFF_RILT
RANKS 70 BE THE MARK OF A GOCD SQUAD LkADSR ON PATROL ARD

ON THY MIR
IT:M NO. OF PATROL Oy THs IMLR
PA~ A GCOD SQUAD LEAIER Pvt Cpl Sfc Pvt Cpl Sfc
TROL MIR IS O¥E WHO Pfe Sgt Capt Pfc Sgt Capt

63 zoes on gusrd when the
squad is shorthanded*

56 helps Lis men on work
details

17 does not spend his free
time primerily with other
NCOs
104 mingles with people—does
not stay off by himself

& rotates the job of carryling
heavy equipment or weapons

316 spends his spare time equal-
ly witk 2ll of his men

43 makes the best man in the
squad his assistant

53 1is fair when assigning men
to details

39 1is fair wnen apportioning
food and water rations

61 is fair when apporiioning
clothing or equipment
rations
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Y
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* Behavior wordings have been paraphrased for ease of presentation with
behaviors worded negatively in the original questionnaire reworded
See Supplement to this Technical Report for origimal

positively here,
wording,

** The symbols X, Y, and 2 indicate the attitudes of the three soldier

groups towards the listed behaviors.

X indicetes that the behavior was very clearly ccnsidered the mark of
(significant at tke 01 or .001 level of

a GOOD squad leader.
confidence,)

Y indicates that the behavior was cleearly
(Significant at the
Z indicates that the behavior tends to be

GOOD squsd leader.
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#x% Behavior not includel in that situation.
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TABLE IIT concluded
ITZM NO, ON PaTROL OF THS MIR
FA- A GOOD SQUAD LEADER Pvt Cpl Sfec Pvt Cpl Sfe
TROL MLR IS OFE “HO Pfc Sgt Capt Pfc Sgt Capt
51 1is fair when apportioning
¢ PX retions S Y X
28 1is feir when apportioning
opportunities for
recresvion 0000 ececmeoa- — A X
22 U4 les a friendly word and
smile for his men X X X Y
40 tries to keep his men
cheerful e e e Y
103 shares his liquor and
cigarettes with his men = —~memem—emen X Y !
!
110 helps his men with their f
personal problemg = ====00oemmeeaeeme- X
90 excuses from detail men who
are sick whenever pogsible —m—mavemam— X
52 does his best to bring sick
and wounded back 2 A —————e
L8 tries to settle arguments
that arise in the squad ————— Z
1 24k tries to discovraze the
, formation of incompatidle
cliques in the squad = =  cemeemmee X
3 73 tells his men what he knows
4 about units fuvaire - @=00oceme—— X X p/
% 10 learns all he can about the
new men 000000 e A
68 orients the new men —————
5 tells new men about squadls
pagt and likely futwre  — —cemeeeeee. pA Y X
66 introduces the new men to
the older men ————————— X Y Y
1 cautions older men to look
ouv for the new men = = cmemmemem Y Y X
35 tells the nev nen "war
stories 0 —
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Maintenance Activities Area

Meintenance type activities loom prowminently in the daily life of
the squad lcader, Men must be prepared, materially, physically, &nd even
psychologically for the eventusl contest with the enemy. Accordingly,
meny of a leader's activities on the MLR are concerned with maintenance,
Although not as importent as accomplishking the patrol's tactical mission,
the squad leader can also profitadbly concern himeelf with maintenance
activities when on patrol, For purroses of analysis the activities in
this area Lave been divided into six sub-areas: retention and care of
clothin. and equipment; personal cleanliness; food and drink; health;

nendling of weapons; and training. (4 table summarizing the findings in
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this area is found on vages 53.55,)

Retention and Care of Clothin.s and Bouipment.—~The amount of cloth-

ing and equipment available to the front line soldier is usually at a
pinimum., This is particularly true when men are an patrol for their
posseseions are solely what they are ahle to carry on tueir person,
Cousequently, great care must be taken to insure that such items are
retained and proyerly cared for. At the ssme time, men are often
reluctant to exercise supply economy. Concern with the retention and
care of clothing and equinment thus becomss a difficult chore for the
squad leader,
Over eighty-five ner cent of the squad leaders were reported as {

frequently makin; sure that their men had adequate clothing and eyuin-

ment when on the MLR., (Since little can be done to rectify deficiencies ;

wien on patrol, this belavior was not included in the ratrol situation),
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All soldiers agreed that suck behavior was desirable in that they
attributed it primarily to good rather than poor squad leaders,

The four remaining retention and cere items appeared both in the
patrol anu MLR situatione, Aypproximately twelve per cent of the squad
leaders were reported as frequently permitting their men %c ebandon ur
disca.d their clothing and equipment, Superiors were clearly critical
of such behavior boti. when on ratrol and when on the MLR, Subc 'dinate.
were critical of such neglect when on patrol but indizated that good and
poor leaders were about equally likely to be lax wien on the IR, Squad
leaders attitudes were the reverse of that of subordinaves, that is,
critical when on the tLR, but indicating thet good and poor leaders were
about equally lex when on patrol, This situetional difference is dealt
with in more detail in a later section of this repcrt.

Approximately eighty-five per cent of the squad leaders were
reported as frequently setting an example for thneir men by not discarding
or abandoning their own clothing and equipment, All soldiers indicated
that this practice was ss true of poor as it was of good squad leaders
wken on patrol. Squad l-aders and superiors reaffirmed this when on the
MLR, dbut subordinates viewed it as the mark of a good squad leader in
that situation.

Clotking and equipment, once retained, must be kept in good condition,
Approximately ninety per cent of the squad leaderc were reported as
frequently keeping their ovwn belongings in goad condition and as insur-
ing that their mer did likewise, All soldiers arpeared to judge a leadsr
by his personal appearance, for all indicated that zood leaders rather
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than poor leaders were likely to keep their belongings in good condi*ion,
As applied to the rank and file however, a different pattern is evident
and this is discussed in more detail in a future section of this report,
Superiors clearly indicated that good leaders, rather than poor leaders,
characteristically insured that their men kept their belongings in good
condition both when on patrol and whean on the MLR. Subordinates were
lauditory of such behavior when on paetrol but felt it was as true of poor
as it was of good leaders wien on the MLR, Again, squad leaders attitudes
were the reverse of that of subordinates—approving concern with maintenance
when on the MLR but indicating that it was equally true of good and poor
leaders when on patrol, It thus seems that supericrs approve strict sup-
ply economy both when on patrol and when on the MLR. Subordinates approve
such strictness whep on patrol but not when on the MIR. Squad leaders on
the other hand are uncertain as to its value or feasability when on patrol,
but approve & squad leader's concern with supply economy when on the MIR,

Personal Clesnliness.—If a soldier!s clothing and equipment should

be kept in good condition, so should his own body. Yet, at the same time
opportunities and facilities for maintaining personal cleanliness are at
a minimum while on the MLR,

Approxime tely ninety per cent of t. squad leaders were reported as
frequently urging their men to keep clean, urging them to go back for
showers when they werc svailable and, in turn, setting an example, by

keeping themselves clean. All soldiers agreed that good and poor squad

leaders did nnt arnreciahly Aiffer in the fraguency with which they ur

rem R
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their men to keep clean. On the other hand, all soldiers agreed
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, that good lezders, more of ten than poor leaders, kept themselves clean
and made sure that men took showers when they were available, Soldiers
! of subordinate ranks particularly approved of the urging of men to take
advantage of oprortunities to go back for showers. This reflects the
hish value placed by combat troops on the opportunity to take showers
! as well as their insistence that those few among them reluctant to make
the long hard trek down the hill to the shower point, be urged to do so.
In addition to keeping their person clean, it is necessary for the
men to keep their living facilities in good order. approximately eighty-
seven per cent of the squad leaders were reported as frequently urging |
their men to keep their living quarters in good condition, and as setting
an example for their men by keeping their own quarters in the sane
condition. Squad leaders and superiors attributed these behaviors to
good ratner than poor squad leaders, while here again subordinates
identified the behaviors as being as true of poor as it was of good
squad leaders.
The sanitary disposal of refuse and body waste is an important

problem on the MLR. Space for the disposal of such material as well as

opportunities to bury garbage or prepare latrines are at & premium due
to periodiec and sporsdic enemy action. Nevertheless, approximately
eighty-five per cent of the squad leeders were reported as frequently
naking sure that the disposal of garbage was done properly, and tkat
latrines were dug and used by their men. All soldiers agreed thst con~
cern with letrine discipline was the mark of s good squad leader., Cnly

soldiers of squad leader ranks made such an evaluation with reference to
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the disposal of garbage and refuse, subordinates and superiors indicating
[ that good and poor leaders were equally likely to see that they were
disposed of properly.

Food and Drink.-—The date with reference to food and drink presents

a somewhat inconsistent pattern, Over eighty-five per cent of the squad
leaders were reported as frequently making sure that their men had adequate
food and water when on the MLR., (Since little can be done to rectify
deficiencies when on patrol, this behavior was not included in the patrol

situation). All soldiers identified this practice with good rather than '

TR Y

poor squad leaders,

The conservation of food and water, invariably in short supply in

combat, is also the concern of the squad leader, Approximately eighty
per cent of the squad leaders were reported as frequently urging their
men to conserve food and water when it was in sbhort supply. All soldiers
azreed that concern with the conservation of food and water when on

patrol is the mark of a good squad leader. Good and poor squad leaders

were about equally likely to show such concern when on the nIR. The

scarcity of food and water when on patrol probably is responsible for

the grrater concern shown towards conservation in that situation.
Deviations from issued rations occur when soldiers resort to native

foods and liquor end to native sources for drinking water, Differences

in sanitary standards make suspect such deviations from official suppliy

sources, Approximately eighty per cent of tie squad leaders were repcrted

to have frequently made sure their men 494 wnnt congume native feonde or

liquors. Only squed leaders considered sucik concern to be the mark of a
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004 squad leader when on patrol, Subordinates and superiors rencried
that good and poor leaders were equally likely to be concerned with the
consumption of native food products when on patrol, Subordinates con-
sidered such coacern on the MLR to be the mark of a rood squad leader,
but squad leaders and superiors indicated that it was true of both kinds
of leaders when on the LR, Seventy per cent of the squad leaders were
reported as frequently cautionine their men against the drinking of water
of questionable purity. Subordinates considered this a desirable practice
wiuen on vatrol but squad leaders and superiors reported it to be &s true
of poor as of zood leaders in that situation. Superiors considered con-
cern with water yurification the mark of a good squad leader when on the
MLR, but subordinates and squad leaders considered it true of both kinds
of leaders in that situation.

Health,—Ovportunities for consumption of zlcoholic beverages as
well as for sexual relations are at a minimum while on the MIR., Never—~
theless, veteran combat men frequently do find means for satisfying their
desires in these two areas, Approximately sixty—-three per cent of the
squad leaders were repcrted to have frequently tried to keep their men
sober and to nave frequently urged tneir men to use prophylactics when-
ever they might be exposed to venereal disease, All ranks arnproved a
squed leader's concern with the problem of venereal disease, though to
some extent soldiers of superior ranks were the ones most inclined to
rate zood those leaders that urged their men to use prophylactics. Only
soldiers of superior ranks indicated that eiiorts to Keep men sober was
a characteristic of good ratker than of roor leaders, subordinates and
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squad leaders indicating that it was true of both kinds of leaders,

Three per cent of the men reported that their squad leader was frequently
drunk wkile on tke ¥LR. While t.ae number o. ._nstances is small, there

is some indication that soldiers ol subtordinate ranks were the ones most
inclined to view drunken squad leaders in an unfavorable light, This

may reflect greater awareness of this condition when it does occur as
well as an awareness cf the consequences to the squad when a leader is

in no condition to perform his leadership functions. Squad leaders and

1 guperiors reported that poor leaders were drunk no more often than good 2
leaders,

Oprortunities for rest and relaxstion slso constitutes a phase of

[ ——

concern with health., When on patrol this tekes the form of periodic
rest breaks and ninety per cent of the squad leaders were reyported as
frequently giving their men rest breaks whenever possible, Only men of
squad leader rank identified thke giving of rest breaks as a mark of a
good squad leader, subordinates and superiors indicating that good and

poor leaders were about equally likely to give rest bresks when on

patrol. The failure of men of subordinate ranks to differentiate between
good and poor leaders on this ¢em perhaps indicates that since a rest
break is of advantage to tLe leader as well as ais men, even poor leaders
give rest breaks,

When on the MLR, rest and relaxation can take the form of letting

men rest and relax when there 8 noti:ing of great importance to do,

Approximately one-third of the leaders hLowever, were reporteé as
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frequently keeping tneir men busy, even when there was nothing important
to do. Men of superior rank clearly identified "keeping men busy" as
the mark of a good squad leader, Squad leaders, on the other hand, were
inclined to consider vkeeping men busy" as the mark of a poor squad leader,
Thus we see here an area of potential conflict, that is, what is acceptlable
to one group is viewed with disfavor by another. The key issue here is
the necessity of the tasks assigned to the men. Soldiers of superior
ranks may feel that men should be kept occupied and that any task
assigned to men therefore a necessity., Soldiers of subordinate ranks
may resent this infringement on their "free time" and soldiers of squad
leader ranks may be reluctant to assign tkeir men to such tasks.

The physical condition of his men is the responsibility of the
squad leader yet opportunities for checking on their physical condition
are not always present., DMore leaders were reported as frequently check-
ing on their men's physical condition when on the MLR than when on patrol
(825 versus 74%), Subordinates considered checking on men's physical
condition a desirable practice bhoth when cn patrol and when on the MLR.
Squad leaderse considered this behavior the mark of a good leader when on
tke MLR, but true of both kinds of leaders when on patrol, Superiors
considered checking on physical condition the mark of a good leader when
on patrol, but as trve of poor as it was of good leaders when on the MLR,
Squed leader's attitudes may well reflect the pressing nature of the
patrol sitwation when other resyonsibilities may crowd out opportunities
to check on their men's pLysical condition. Thia je discuesed
detail in a later section of this report,
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Men who are sick or injured require medical attention, and
ayproximately ninety-five per cent of the squad leaders were reported as
frequently themselves providing, or as seeing that others provided,
needed first aid, This was true both when on the patrol and when on the
MIR. Squad leaders and superiors clearly considered the giving of first
aid the mark of a good leader in both situations. Subordinates, in both
situations, considered the behavior as true of good as it was of poor
leaders, The close knitness of the squad probably results in all mem-
bers showing concern with individuals who are sick or injured and in
all members taking steps to see that aid is forthcoming., The leader
alone then, is not the source of that aid, but he must shLow concern,
Consistent with tliese findings is the fact that subordinates alone were
highly critical of squad leaders who did not take into consideration a
man'!s phrrgical conditior when assigning him to details,

Handling of Weapons,—Perhays the most important item of equipment

in the hands of the front line soldier is his weamon. Seventy-seven per
cent of the squad leaders were reported as frequently urging their men

to exercise care when handling or cleaning their weapons and eighty-
eight per cent of the squad leaders were reported as frequently making
sure that all new weapons were test fired and zeroed-in promptly. All
soldiers agreed that good squeld leaders were more likely than poor squad
leaders to see that new weapons were promptly checked., On the other hand,
while soldiers of squad leader and surerior ranks indicated that a squad

leader siould urge Lis men to be careful when handling or cleaning their
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weavons, soldiers of subordinate ranks made no such evaluation., They
attributed this practice as often to good as to poor squad leaders,

Tris probably reilects the resentment the rank and file may have for sup-
eriors! attitudes and actions which tend to underestimate the common
sense of subordinates,

Training,—Time and space for training while on the MLR are at a
minimum, Wevertheless certain opportunities do exist during whicl: the
squad leader can make an effort to improve his men's level of knowledge
and skills, Over eighty per cent of the squad leaders were reported as
frequently training their men to work as a team and as trying to have
each man know every other man!s job in the squad, A much smaller number
of squad leaders (58%) were reported as frequently giving their men

instructions in tactics, weapons, etc, Such concern with training on the

part of squad leaders was approved by all infantrymen inasmuch as all
identified these practices with zood rather tha. with poor squad leaders,
Team work proved to be of greater importance then interchangeadility of
jobs perhaps reflecting the relative similarity of jobs found in an
infantry squad. There is evidence that soldiers of superior ranks were
most inclined to evaluate squad leaders in terms of the frequency with
which they showed concern with the training of their men,

fearly half of the squad leaders were reported as frequently trying
All soldiers

to increase treir own knowledge about weapons, tactics, etec,

tended to identify such behevior with good rather than with poor sgquad

leaders,

52




TABLE IV—MAINTENANCE BWHAVICRS R.PORTED BY SOLDIgRS OF DIFFNRENT RANKS
TO B% THE MARK OF A GOOD SQUAD LEADEK ON PATROL AND O. THE

MLR

ITSH WO, OF PATROL ON TH3 MIR
PA~ A GOOD SQUAD LEADER Pvt Cpl Sfc Pvt Cpl Sfe
TROL MIR IS ONE WHO Pfc Sgt Capt  Pfc Sgt Capt

79 makes sure that his men
have adequate clothing
and equipment* =00 cem—cmoee ——d kK T**x X Y

2Lk 108 makes sure that his men do

not discard or abandon

their :lothing or equip-

ment Y Y Y X
49 83 does not discard or abandon

any of his own clothing

or equipment 2

1 30 makes sure that his men
keep their clothing and
equipment in good
cendition X X Y X
Ly 59 kezps his own clothing and
equipment in good
condition X X X Y Y X

13 mekes sure that his men
keep themcelves clean ————————
109 makes sure that when showers
are available his men
take them e o e e X Y
107 keeps himself clean @ = = = ——ammm—eem b Y

[RN I G]

* Behavior wordings have been paraphrased for ease of presentation
with bebaviors worded negatively in the original questionnaire re-
worded positively here. See Supplement to this Technical Report
for original wording.

** The symbols X, ¥, and & indicate the attitudes of the three soldier
groups towards the listed behaviors.

X indicates that the bvehavior was very clearly considered the mark
of a GOOD squad leader. (Significant at the .0l or .00l level of
confidence,)

Y indicetes that the behavior was clearly considered the mark of a
GOOD soued leader. (Significant at the ,05 level of confidence.)

Z indicates that the belkavior tends to be considered ihe waurk of &
GOOD squaed leader. (Significant at the ,10 level of confidence.)

»#% Behavior not included in that situation,
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TABLE IV continued
ITEM MO, ON FATROL ON THs MLR
PA- 4 GOOD SQUAD LEADER Pvt Cpl Sfc Pvt Cpl Sfc
TROL MLR IS ONB WHO Pfc Sgt Capt Pfc G5gt Capt
118 makes sure that his men
keep their living
facilities clean e e e e e Y yA
119 keeps hie own living
facilities clean e e e X Y
86 makes sure that garbage
and refuse are properly
disposed of —————— Y
115 makes sure that latrines
are prepared and used = = —m——eeeme — X Y X
18 tries to keep his men sober  —————me——m- X
65 stays sober himself = = = —mmmweee — 2
32 makes 3ure that his men
use prophylactics when
exposed ————— e e Y X X
42 gives his men rest breaks
whenever possible Y e e
3 keeps his men occupied— N
even on unimportant tasks -~ —
39 95 checks on his men's
physical condition X X Y Y
13 78 makes sure that first aid
is given to the sick or
injured X X A X
74  makes sure that his men
have adequate food and
water —————————— —~ X 2 Y
45 52 makes sure that his men
conserve their food and
water rations pA X Y
53 88 cautions his men not to
consume native foor or
liquors Y A
48 71 cautions his men to purify
questionable water X Y

xrxk Soldiers of squad leader ranks considered this
of a POOR squad leader,

sk
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TABLE IV concluded

E ITEM MO, ON FATROL ON THe MIR
i TA~ A GOOD SQUAD LGADER Pvt Cpl Sfc Pvt Cpl Sfc
TROL MIR IS ONE WHO Pfc Sgt Capt Pfc Sgt Capt

8 makes sure that his men are

careful when handling

weapons or ammunition e e 2 X
80 makes sure that his men

test~fire and zero-in

their weapons ———————— _— X X X

15 +trains his men to work as a .

team ————————— X X X
! 37 trains each man to know ,
every other wman's Jjob W W —~memmmee — Y X X i
102 teaches his men about
weareons, tactics, etc, ———m—e—eee Y X X }
36 tries to increase his own !
3 knowledge S — X X X E
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Tactical Activities Area

Most of the leader's behaviors in combat are necessarily concerned
with the successful accomplishment of the squad's tactical mission, For
ease of presentation the behaviors meking up the tactical activities
area have been divided into five sub-areas: knowledge and skills; com-
munication; awareness; concern for men; and courage, (A table summarizing
the findings in this area is found on pages 68-70.)

Knowledge and Skills,—Two of the items in this sub-area dealt with

the use of equipment when on patrol, the radio-telephone and map-compass,

Approximately eighty-five per cent of the leaders were reported as

o e  —

frequently using this equipment properly., While 2ll1 groups considered
the effective use of radio and telephone to be the mark of a good squad
leader, only subordinates and squad leaders made such an evaluation
with reference to the map and compess, Superiors indicated that good
and poor leaders were equally likely to use the map and compass properly,
It is likely that superiors did not have an opportunity to observe this
belavior, and therefore could not use it as a basis for differentiation.
Six of the knowledge and skill items were concerned with the
deployment of men under the various terrain conditions which are likely
to be encountered when on patrol, such as formation when crossing
streams, when crossing valley, through forest, etc, It was reported
that in all six instances effective derloyment was frequently achieved
by approximately ninety per cent of the leasders, Subordinates and
squsd leaders associated all six beiaviors with good rather than with
roor leaders, Superiors agreed with svbordinates and squad leaders on
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tkres, and indicated that good and poor leaders were equally iikely to

perforn the remaining thrse deployment items, It is probable that

soldiers with lower rank are mnet likely tc feel the impact of effective
or ineffective performance. UHere again it is likely that superiors did
not have as muchk opportunity to observe these behaviors as did squad
leaders and subordinates, and accordingl; were less certain of these bte-
Faviors as a basis for differentiation,

Two other beraviors revealed tke yresence or absence oi tectical
knowledge and skills when on patrol, the proper nandling of prisoners
i and the selection of a route by which the patrol could return to its
own lines., Approximately seventy per cent of the squad leaders were
reported as frequently using different routes when leading their patrol
back to its owvn lines and approximately ninety-five per cent of the
squed leaders were reported as frequently handling prisoners trrooerly.

There were no sharp differences in now soldiers viewed these bebaviors,

Men of subordinate rank placed empnasis uron tkhe proper handling of
prisoners—a behavior whkich squad leaders and superiors felt was as
tree of poor as it was of good squad leaders. lMen of superior rank

nlaced emplasis upon the selection of different routes when returning

to friendly lines—e behavior which subordinates and squad leaders felt
was &8s true of poor as it was of good squed leaders, It is doubtful if
many patrols vere ever faced with the yroblem of nandling priscners.

Tris may account for the relative unconcern of squad leaders and suveriors
with this behavior. Potrcl routes were Frequently yrecisely defined by

superiors rather than left to the discretion of the petrol (squad) teader,
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Consequently, it was ra -2 that squad leaders nad much say in the select.-
ion of routes of travel, It is doubtful if the rank and file were
interested or =°ven aware of tre precise route taken by their patrol.
Otner evidence available in this report indicates that subordinates
placed little value on being kept informed as to the patrol's geographic
location,

Meintaining security is an important probler both when on patrol and
when on the MLR. Approximately eighty-five per cent of the squad leaders
were reported as frequently designating definite men to security positions
in both situations, Superiors, and to a lesser extent squad leaders,
clearly considered such assignments the mark of a zood squad lezder,
Subordinates agein showed the lesst interest or concern with assignments
which they would be expected to fill——for they identified it as often
witl poor as with good squad leaders,

A number of knowledge and skili behaviors are appropriate primarily
in the MLR situation, Over eighty-~five per cent of the squad leaders
were reported as frequently urging their mer to improve their living
and fighting positions as well ag obstacles on enemy approaches., These
two behaviors were considered the mark of a good leader by zll soldiers,

For various reasons, men filling key positions on the MIR find it
necessary to leave these positions. It then becomes the responsibility
of the leader to find replacements. Over eighty-five per cent of the
leaders were reported as frequenily trying to keep key positions covered,
dere again, squad lesders were the ones most reluctant to differentiate
between good and poor leaders, for while subordinates and superiors
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considered "trying to keep key positions covered" the mark of a good
leader, men of squad leader rank indicated that it was true of both
good and poor leaders,

Approximately ninety per cent of the squad leaders were reported as
frequently trying to keep in contact with friendly units on their flanks.
The higher a soldier's rank, the more likely was he to consider this the
mark of a good esquad leader., The same pattern appears witk reference to
squad leaders who urge their men to prepare range cards while on the MLRE,
For while three~fourths of the leaders were reported as frequently urg-
ing their men to prepare range cards, it was primerily men of superior
and to a lesser extent men of squad leader rank who considered the be-
havior a mark of a good leader, The rank and file are relatively un~
concerned with these two activities, associating them equally with good
and poor leaders.

Communication,—The squad, while on the MIR, is a part of a larger
organization, the platoon, company, battalion, etc. At the same time,
it is opposed by the military units of the enemy. Yet, the squad is,
to a great extent, isolated, intelligence wise, in that individual
squad members kmow little, if anything, about the nature of either the
larger organization of which chey are a part or about the strength and
disposition of their opponents, To what extent are squad memhers con-
cerned with this larger picture? Seventy-nine per cent of the squad
leaderz were reported as frequently asking superiors about the strength,

location and disposition of neizhboring friendly unite as well as the
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telling their men whatever they knew about the strength and location of
neighboring friendly units as well as the enemy, Soldiers of subordinate
ranks indicated that good and poor squad leaders were about equally
likely to secure such information. Soldiers of squad leader and superior
ranks clearly identified this practice with good squad leaders, While
all soldiers considered the transmitting of such information to the rank
and file to be desirable, subordinates were the ones least inclined to
make such an evaluation, This suggests that the men in the squad are
relatively less concerned with the larger picture than are their superiors
in the platoon headquarters. Survival on the MLR itself, the dey-to-day
rroblem of existing under the trying conditions of the MLR, may account
for this apparent apathy.

One might expect the rank and file to have greater concern with
their own tactical situation on the MLR, and to some extent the evidence
here supports this expectation. Less than one-fourth of the squad
leaders were reported as frequently being slow in determining such in-
formation as the squed's geographic location and the best routes to
suck places as CPs, ration dumps, aid stations, etc, 4 much larger
nunber of squad leaders, however, (88%) were reported as frequently
passing any information they had in this respect along to subordinates,
Tne perhaps superfluous need for specifically inguiring about these
relatively obvious facts is evident in that soldiers of all ranks
indicated that good and poor leaders were equally likely to inquire

about the squad's geographic location and the best routes to CPs, supply

211 renlre did agrea that
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good leaders were more likely than poor leaders to pass such information
along to subordinates,

The use of challenges and pass words on the MLR is designed to max—
imize security. Over ninety per cent of the squad leaders were reported
as frequently inquiring as to the current chellenges and pass words and
only six per cent of the leaders were reported as frzquently neglecting
to pass such information along to subordinates, All soldiers agreed that
securing such information was primarily a characteristic of good squad
leaders, Only men of subordinate ranks were highly critical of squad
leaders who neglected to pass such information along to the rank and
file, for squad leaders and superiors attributed this practice as often
to good as to poor squad leaders, That subordinates are concerned in
this area ig understandable, but what is puzzling is tke apparent lack
of concern on the part of soldiers of squad leader and superior ranks.
They may feel that such information is passed down as a matter of course
by all squad leaders. The apparent greater concern of scldiers of sub-
ordinate ranks suggests that this is not the case,

Up to this point ithe source of informaticn has been the platoon
headquarters and the movement of this information has been downward, to
the rank and file., Information can also originate with the men in the
squad and move upward to the platoon headquarters, and this is tirue when
on patrol and when on the MLE, Here again, the squad leader can bve
instrumental in facilitating communication, Approximately eighty-five
per cent of the squad lcaders .ere reported as frequently urging their
men to pass any information they secured to him, and approximately
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ninety per cent of the squad leaders were reported as in turn, frequently
passing whatever information they secured along to the platoon headquarters,
All soldiers considered the urging of men tc¢ secure and transmit inform-
ation to be the mark of a good squad leader, Only soldiers of subordinate
and superior ranks however, attributed the transmission of such inform-
ation to superiors to be the mark of a gecod rather than a poor squad

leader. This was true both when on patrol and wken on the MLR,

Soldiers of squad leader ranks showed relatively little concern with the
transmitting of information along o superiors for they attriduted this

behevior equally to good and poor leaders. This probably reflects their

feeling that this behavior is performed as & matter of course by all
leaders and thus provides no basis for differentiation,

One aspect of communication confined to the patrol situation is
the taking of notes by the leader for the patrol report. Approximately
three~fourths of the leaders were reported as frequently taking such
notes, While all soldiers considered the taking of notes to be a mark
of a good leader, again, soldiers of squad leader rank were the ones
least inclined to make such an evaluation.

Awarenessg,~hile in combat it is frequently difficult for the
squad leader to be aware of the location of the squad as a whole (as
when on patrol) or the location of the individual soldiers making up
his squad. Approximately one-~fourth of the squad leaders were reported
as frequently heving but & vague idea as to the exact location of the
patrol when out in front of its iine, While all soléiers were critiecal
of leaders who failed to have this knowledge, men of squad leader rank
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were the ones least critical, Certainly securing such information is
difficult under the circumstances within which a petrol functions and
the leader of the patrol may be the ones who most fully appreciate
this difficulty.

Knowledge as to the exact location of individuals is also difficult,
particularly when on patrol. While over ninety per cent of the squad
leaders were reported as frecuently knowing tlie location of each of their
men when on the line, approximaetely one~fourth of the squad leaders were
reported as frequently not having such information when on patrol,
Soldiers of squz.d leader and superior ranks felt that knowledge as to
the location of eacl. man when on patrol ig the mark of a good squad
leader, Subordinates felt that poor Leaders were as likely as good
leaders to have tais information when on patrol, Subordinates and squad
leadcrs felt that a good leader knows the location of each of his men
when on tke MLR., Superiors Lowever, felt that good and poor leaders
were about equally likely to have this information when on the MLR.

This difference is discussed in detail in & later section of this report,

Concern for Men,—A squad leader’s concern for his men involves

behaviors in which personal and hunen interest merge with tactical
knowledge and skill-—-that is, those behaviors where both personality
and knovwlelge operate,

It was reported that wben on patrol approximately ninety per cent
of the leaders fraquently told their men, how, when, and where to move:
saw that their men retained contact with one another; and made sure their
men &id nothing which would give the patrol's position eway to the enemy,
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Me1r of all ranks agreed that these activities were characteristic of zood
leaders. Teaking steps to insure that the unit!s position is not revealed
to the enemy was also included on the MLR questionnaire. In this inetance
however, only me: of superior rank identified the behavior as a mark of
a good squad leader, subordinates and squad leaders indicating that good
and poor leaders were equally likely to caution their men not to expose
themselves to enemy observation or fire. This attitude on the part of
subordinates and squad leaders probably reflects their feeling that
such precautions are unnecessary inasmuch as (1) the enemy already is
well aware of the units' location and (2) soldiers obviously will do
nothing to reveal their position to the enemy or to attract enemy fire.
Ten per cent of the leaders were reported as frequently moving too
fast while on patrol, for some or all of their men. As expected, the
men most sensitive to this beLavior were those who had to move with the
squad lezader—soldiers of subordinate ranks. This group, and to & lesser
extent men of squad leader ranks, reported that moving too fast was more
typical of poor leaders than of good leaders, Superiors did not use
this behavior as a basis for differentiating between ood and poor
squad leaders,
Motivating and encouraging men to keep moving while on patrol is
& trying task, Fowever, it was reported that eighty per cent of the
leaders frequently tried to encourage and motivate their men, All
groups of men considered this behavior important, and indicated it was
characteristic oif goou leadsrs, hLowever, men of syuad leades 1anXs
were more reluctent to use it as a basis for differentiating between

6l

I P V. S L o L P DI, L




5

R AT T

JU R S, e ~ T i e e ah e S e TS i

good and poor leaders than were superiors or subordinates,

It can be assumed that the more members of a patrol know about the
patrol!s location, the more secure they feel, Since the leader usually
possesses such information, he is in a position to express personal
concern for his men by communicating this information. WNearly ninety
per cent of the leaders were reported to heve frequently tried to keep
their men so informed, but only soldiers of superior, and to & lesser
extent squad leader ranks, indicated that this behavior was characteristic
of good leaders. Failure of men with lower ranks to differentiate be~
tween good and poor leaders on this item probebly indicates a reluctance
to accept the additional responsibility which often accompany an in-
creased level of information.

The assigning of men to the "point" position is difficult. Success
of the squad's mission requires that a man with unique skills be assigned
to this exposed position, Since the incidence of such skills in a squad
of men is usually limited, this may require the repeated use nf the same
man as peint-men, The men in & squad may view such a course of action
as blatant discrimination or favoritism, and in truth, some leaders
have used suchk assignments as a means of enforcing their will upon sub-
ordinates, This puts the leader in the position of reconciling the need
for a point-man with the need of meintaining the morale of his men,

A proximately one-third of the squad leaders were reported as frequently
using the same man as podnt on a patrol, While the men did not actually
differentiate between good and poor leaders on the btasis of vhie be—~

havior, the pattern suggests that the lower a soldiec's rank—the lees
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willing he was to consider such a practice a desirable one. Reluctance

to use this behavior as a basis for differentiating between leaders may
reflect contradictory points of view regerding the desirability of serving
as point-man. Some soldiers view tlLe point position as one of honor,

and consider being assigned to such a position as a mark of reco:;nition
from sujeriors. Some men believe that the poiut position is the safest
one on the patrol since the enemy is inclined to "let the poini-man get
throuzn® so as to lure the patrol into a deeper trap. On the other

hand, some consider the point position to be one of extreme danger since
the point-man is tue first to contact enemy mines or eacmy fire., Others

avoid tle yoint position because it involves excessive responsibility.

¢ e e —

(This information was secured from infantrymen interviewed on the MLR
in Korea during the winter of 1952~1953.) i
A squad leader can show concern for his men's welfare on the MLR
by frequently moving from position to position, moking sure that his
men are well, reassuring them, and incidently, making sure that they

are doing their job, Approximately eighty-five per cent of the squad

leaders were reported as frequently moviug from position to position

on the MLR checkinz on their men. Soldiers of subordinate and superior

ranks considered this to be the mark of 2 good squad leader, Soldiers

of squsd leader ranks felt it was true of both gnrod and poor squad

leaders, m
While on patrol a leader's special attention may be required bty two

types of squad members—the new men, primerily to insure their survival;
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and potential "bug-outs®, primarily to insure the survival of the patrol,
Avproximately ninety per cent of the leaders were reported as frequently
paying special attention to these two types of men while out on patrol.
Soldiers of subordinate and superior ranks agreed that such leader be-
havior was desirable, and c. racteristic of pgood leaders., Men of squad
leader rank indicated moderate approval with concern for new men, but
indicated that good and poor leaders were equally likely to pay special
attention to "8 balls", lien of squad lezder rank were probably reluctant
to evaluate good and poor leaders on the basis of this behavior, because
it involved the assumption of critical responsibilities,

Courage.,~It is likely that the largest single factor influencing
the evaluation of a combat leader is the amount of courage he displays
under stress, #«vidently squad leaders did not lack courage. While on
the MLR only six per cent of the squad leaders were reported as frequently
spending their time at the relatively safe company or battalion CPs.
Waile on patrol only twelve per cent of the squad leaders were reported
as frequently taking up positions that sacrificed adequate control over
men for personal safety, and only four per cent were reported to have
"pugged-out" on their men. (These figures probably reflect the fact
that our sample included few, if any, really poor squad leaders.)
Infantrymen were unanimous in agreeing that "excess r-ution' in the
leader's chioice of position while on ratrol or his remaining in the rear
at company or battalion CFs were undesirable., Since so few of the squad
leaders studied, busged-out when on patrol, no rank group actually differ-
entiate between zood and 1.00r leaders on this item. All tended to view

it as undesirable however.,
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TABLE W—TACTICAL BWHAVIORS REPORTED BY SOLDIERS OF DITFERENT KANKS TO

B3 THE MARK OF A GOOD SQUAD LEADER ON FATROL AND ON THI MLR

IT«M NO, ON PAIROL CN TH& MLR
FA- 4 GOOD SQUAD LwsADER Pvt Cpl Sfc Pvt Cpl Sfc
TROL MLR IS ON® WHO Pfc Sgt Capt Pfc Sgt Capt
16 uses a radio and telephone
properly* X#x X 2 ——————— —HEF
19 uses a map and compase
properly Y Y 0 e
30 uses zood formations on
roads X X X ———————
14 uses good formations
through villayges X X e e e e
31 uses good formations cros-
sing streams X X ——————————
41 uses good formations cros~
sing valleys X Y ¥ e —
skt uses good formations pes-
sing through wooded areas 2 Y X e —
56 uses good formations cros-~
sing open areas X X e
51 handles priscners properly 2 ——————————
4 uses different routes when
possible 2 e
10 55 assigns specific men to
act as security X Y Y X

X

Y

2

* Behavior wordings have been paraphrased for ease of presentation
with behaviors worded negatively in the original questionnaire re-
worded rositively here, See Surplement to this Technical Revort
for original woxding,

** The symbols X, Y, and Z indicate the attitudes of the three soldier
groups towards the listed behaviors.

**+% Belgvior not included in that situation.

indicates that the behavior was very clearly considered the mark
of a GOOD squad leader, (Significant at the .01 or ,001 level

of confidence,)

indicates that the benavior was clearly considered the mark of a
G00D squad leeder. (Significant at the .05 level of confidence,)
indicates that the behavior tends to be considered the mark of a
GCOD squad leader. (Significa nt at the .10 level of confidence.)
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TABLE V continued

IT#M MO, ON PATROL ON TH= MLR
PA~ A COOD SQUAD LIADER Pvt Cpl Gfc Pvt Cpl Sfc
TROL NLR IS ONE WHO Pfc Sgt Capt Pfc Sgt Capt

49 urges his men to improve
their living and fighting
positions =000 ceeeeeee - Y Y Y
] 57 urges Lis men to improve
obstacles on enemy
approaches o oo e e X Y Y

33 makes sure that all key
positions are kept

covered e e X Y
7 tries to keep in contact
with units on his flanks —— e X X 1
Sk urges his men to prepare
range cards ———————— X X

12 finds out all he can about !
friendly and enemy units e e e Y X i
106 +tells his mer all he knows
about fricndly and enemy
units ——————— Z Y X

23 finds out all he can about
tke squads tactical and
logistical situation @ = —me—emmemee
67 tells his men all he knows
1 about the squadls tactical
4 and logistical situation — ————ecmemen X X X

L finds out the correct

challenge and pass word ———emecceee Y X X
3 96 Tells his men the correct
challenge and pass word ———————— X

1 25 101 urges his men to pass

ﬁ informetion to him X X X X Y X

35 111 passes information along to

3 his superiors X X X X

3 L6 takes notes for the patrol *
report X ¥ X e !

2 76 knows the exact location of

each man in his command Y Z X X
27 knows lhie eaxuct location of
the patrol X Y X e
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TABIE V concluded

ITaM NO. ON FATROL ON THE MIR
PA~ A GOOD SQUAD L«ADER Pvt Cpl Sfc Pvt Cpl Sfc
TROL MIR IS ONE WEO Pfc Sgt Cart Pfc Sgt Capt
3 tells his wen how, when,
and where to move X X X e e
33 urges his men to retain
contact with one another X X X D
9 6 cautions his men to do
nothin: that will reveal
their position to the
eneny X X X Y
1 7 does not move too fast for
f some or all of his men X /2 ittt —
L7 uses the same man as point ?
man ————————— !
50 encoursases his men through
hie words and actions X Y X e
37 keeps his men inforred as .
to the patrols location Z X —————————

94 moves from position to
position checking on his

men —————— - X X
18 peys particularly close

attention to new men X Y X ottt e e vm
58 vays particularly close

attention to likely

“ug-outs! X X e e o
12 117 stays up with his men where

he can lead them X X X VA X Y
59 does not Ybug -out' on his

men - i e ot

e et el e e



SITUATIOMAL DIFFZRENCES IN EVALUATIONS OF BEHAVIORS

As has been stated earlier, combat is not a homogeneous phenomenon,
; It differs along various dimensions and these variations are directly
related with proximity to the enemy, The most important of these
dimensions perhaps are psychological stress and physical hardshio, At
one end of the continuum, in the rest area, the soldler is relatirely
secure from enemy action and reletively well off in terms of those
material goods and services which make life comfortable. As he moves
towards the frout his security decreases as his exposure to enemy action
becomes more likely, At the same time logistical problems materially
s decrease the availability of those goods and services which make life
pleasant in rear areas. At the other end of the continuum, in a fire
fight or, more clearly, hand to hand combat, the soldier!s insecurity is
at a peak, Life and limb are at stake and concern with, muck less tae
availability of, material goods and services is at a minimum, It is to
be expected that there will be differences in the type of leadership
expected of the squad leader under these various prases of "combat.!

Tihe previous sections of tris report have dealt with leadership

beuavior in two different situations, on patrol and on the main line of

resistance, These two eituations can be considered near-extremes on the
combet continuum so far as infantrymen are concerned, It is likely that

E being on patrol is second only to hand to hand combat in terms of the

amount of stress and herdstip it imposes upon the iadividual soldier,

The patrol 1s 1n Ifront of its mein line, it is moving througi a no man's
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land, and enemy action is momentarily expected if not always forthcoming,
The meterial resources aveilable to the soldier are at an absolute
minimum and are confined to those items he can carry on his immediate
person. On the otrer hand being on the main line of resistance involves
reletively less stress or material inconvenience, This was particularly
true of the static tactical situation prevaelling during the later stages
of the Korean War, While physical discomfort was always present, par-
ticularly in winter months, psychological stress was largely confined

to times when intermittent enemy rounds shelled the front lines and wien
patrol assignments were in the offing, Since the patrol and MLR situ~
ation do differ materially in their demands upon the individual, it is
not unreasonable to assume that men's expectations of what they want

of a squad leader slso differ in these two situations,

Thirty-one belaviors appeared both in the patrol and MLR situations,
On seventeen of taese behaviors there were clear differences in how they
were evaluated by the three rank groups, These differences involve
jdentification of a behavior as characteristic of a good (or poor)
squad leader in one situation, and equally true of both kinds of leaders
in the other situation. These differences will now be discussed in turr
for tle four activity areas in which they occur—control activities,
iatermediary activities, maintenance activities, and tactical activities.

Control Activities,—While on petrol, subordinatea expect firm

&

guidance from their squad lesder. This was evideni Irum tnci

w W
T N2

favorable attitudes towards lead=rs vho identify with tleir superior's
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orders, (an intermediary activity area behavior) give orders :n a firm
confident manner and make sure that their orders are clear. They do
not consider tireats to be the mark of a poor squad iezder in that

situation., Subordinates think a leader should check to see thet his

SRR TV T T A T T R T T !1
3
E

orders are carried out, and should specifically define how his orders
are to be carried out by limiting bhis men's discretion in the implemen—
tation of the order., At the same time, subordinates wish to be consulted
in decision making for they clearly prefer leaders who ask their me:
3 for suggestions, and then, act upon good advice when it is forthcoming.
Thus, it arvears that, when on petrol, subordinstes wish to be con-—
sulted in decisions which affect them, yet, at the same time, expect
the actual decisions to be made by the leader.

Subordinate’s expectations when on the MLR are somewhat different
and tris may well reflect differences in the two eituations, While

subordine tes again prefer the leader to act the leader, (firm, confident,

b adie o sl

clear, etc,) they are clearly less concerned with making themeselves Leard
in decision making, This is evident from their only slightly favorable

! attitude towards leaders who consult with tleir men and who then act

upon wortuwhile sug. estions offered by these men, 'When on the MLR
subordinates are more critical of thr-ats w.ich may accompany orders,
And again, in contrast to then ou patrol, subordinstes wnen on the MLR,
are less concerned :hat the squad leader identify with his superioris

orders, or with supervision from their squad leader. While in the

patrol situation subordinates expect little discretion and much super-

vision, in the MLR situation they expect less supervision and, v
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: implication, a great deal of discretion left to them,

The above noted pattern is highly suggestive, It appears that the
greater the physical and psychological stress upon the individual soldier,
the more willing he is to accept firm guidence and direction from his
superiors. Confronted with 2 new situation, and every patrol is
essentielly new, confronted with a stressful situsation, and every patrol
involves stress, the rank and file look to their leader for direction,
They expect him to lead, On the otker hand, their ives rest upon a
correct decision and so tkey wish to be consulted, they wish their good '
advice heeded by that leader, When the stress diminishes however, as on
the MLR, the soldiers tend %o resent direction and supervision from
above. No longer is life and limb at stake, The situation is familiar
end relatively secure, Attempts on the part of the squad leader to
direct, to supervise, are viewed as an imposition, as a restraint to be
avoidod, And sincé relatively little is at stake, since & right or
wrong decision will have little affect on kis own well being, the

soldier is less vitally interested in being consulted by his squad

T

leader end in having his squad leader respect his opinions., It should

be pointed out that these shifts are relative rather than absolute,
That is, in both situations the soldier wishes to be consulted, but less
so when little is at stake, The soldier probably always expecte some
direction from his leader, but muck more when so much is at staks,

The attitudes of suveriors towards decision making also tends to
reflect differences in the stress and non-stress situations. The data

suggests that a desire to maintain the prestige of the squad leader or
h
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a desire to strengthen the chain of commend is related to superior's
differences in attitudes in the two situations. In both the stress and
non~stress situations superiors expect the squad leader to give orders in
a firm confident manner, to make sure that orders are clearly understood
and to make sure that orders are promptly and properly carried out, In
contrast to when on the MLR, superiors report that a good squad leader,
when on patrol, can be identified by the fact that he also tells his men
the "why" of an order, keeps his men informed as to how well they are

doing and acts upon good suggestions offered by his men. Superiors

report that these three behaviors are as true of poor as of good squad
leaders when on the MLR, Providing knowledge as tc the "why" of an

order, as to the caliber of performance, and acting upon subordinates
suggestions can all be viewed as contributing to the successful accomplish-
ment of the patrolls mission, even though, to some extent they involve &
lesseaing of the prestige of the leader and an assumption of additional
responsibilities, Superiors dec not identify these three behaviors as
the mark of a good squad lesder when on the MLR, probably beczuse,

gsince relatively little is at stake, it is felt to be unwise to infringe
uron the prerogatives of the leader or to violate the chain of command.
Yet, under stress, when the "chips are down," when a wise decision and
effective performence are vital, superiors are more willing to recognize
that sultordinates may have something to contribute to the accurany of
the decision, Consistent with this anelysis is the fact that superiors
were the ones most critical of squad leaders who accept back-tallk from

their men—that is, they wish to maintain the prestige of the ieader
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' a8 well ag strict lines of authority.

Squad leaders! attitudes show only slight differences in the stress
end ron-stress situation, and theve differences are not inconsistent
witn the pattern discussed earlier, Squad leaders consider the absence
of threats and the seeking of suggestions from subordinates to be the
mark of a good squad leader when on the MLR, These behaviors are not
used to distinguish the good from the poor leader when on patrol however,
It would seem that squad leaders expect leaders to show greater con-

E sideration for the integrity of their men when in non-stress than when
in & stress situation, The difficult problems encountered by leaders
when on patrol mey well predlude greater atiention being paid to the
feelings of the rank and file in that situation,

On the other hand, squad leaders considered explaining the "why"
of an order to be the mark of & good squad leader when on patrol, but
as true of poor as it was of good leaders when on the MLR, Ia this
instance, (and in the whole meintenance of prestige sub~area) squad

3 leaders views are identical wit), those expressed by superiors, and

the rationale for the shift is probably the same, Thé success of the

3 patrolls missi 18 80 essential that it may be necessary to infringe

upon the rrerogatives of the leader in order to give the rank and file
that amount of additional information which may contribute to their

E more effective performance when on patrol. m

Intermediary Activities,~—Three shifts in attitudes in che stress

and non-stress situations occured in the intermediary ectivities area,

The one involving subordinates'! attitvdes towards a squad leaders!
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identification with superiors! orders haz been discussed in the previous

—,,
o wewd

gsection.
The two remaining shifts in attitudes involves men of superior ranks.
When on patrol, superiors indicate that & mark cf a good squad leader
is that he questions orders which seem unreasonable. When on the MLR
however, this behavior is reported to be as true of poor as it was of
scod squad leader . The importence of securing a reevaluation ol orders
of doubtful wisdow is otviously of grester importance wien on yatrol
than when on tre MLR, This probably accounts for the attitude shift.
Sureriors consider the public criticism of superiors when on the |
MIR to be the mark of a poor squad leader, but consider the practice as
true of zood as it was of poor leaders wken on patrol. Here we see sn
apparently more lenieat or tolerant attitude being teken towards the

leader's behzvior when on patrol than when on the MLR, & leniency con-

fined to a non-tactical (public criticism ¢f superiors) rather than a

~ctical (directly concerned with accomplishing the combat mission)
problem, Public criticisa of superiors however, is not tolerated when
the squad leader is not under stress,

Maintenance Activities.—Subordinetes end squad leaders differed

in their attitut - towards the retention and cave of cluthing and equip-

ment in the stress and nou-stress situations, Suhordinates indicated

™

that when on patrol, a good squad leader could be identified by the fact

——

that he urged is men to reitain their dbelongings as well ag urged them

Fawever enhordimates

to keep tiese beloagings in goud comdi
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| considered these practices to be as true of poor as they were of good
leaders when on the MLR. Thus, and consistent with earlier findings,

| subordinates expect their leader to exert greater and stricter control
over his men in a stress then in a non-stress situation.

Squad leaders attitudes were the reverse of that of subordinates,
for while equad leaders considered concern with the retention and care
of belongings the mark of a good squad leader when on the MLR, they
indicated that good and poor leaders were about equally likely to show

this concern when on patrol. Fere again it would appear that squad !

leaders feel that the problems of leading men under stress corditions

precludes great attention being given to the relatively fringe area of

] supply economy,.

Subordinates also showed a tendency to be criticallof squad leaders
who discard their own belongings when on the MLR. They indicated that
-00& and poor leaders were about equally likely %o abandon such belong-
ings when on patrol. This reflects a more tolerant attitude towzrds a
leaders! personal conduct when under stress, and a less tolerant
attitude towards his conduct in tue relatively secure situation,

Attitudes towards a leadevrs?! checking on his men's physical con-

dition also appears to be related to the type of situation in which it

occurs, Subordinates considered checking on men's physical condition

to be the mark of a good squad leader both when on patrol and when on

the MLR. Squad leaders viewed it as such when on the MIR, but when on
vatrol, they indicated that it was as cheracteristic of poor aa it was of
scod squ-d leaders, The pressing problems of leading under stress
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conditions mey preclude a squad leader frequently checking on his men's
physical condition,

Superiors attitudes towards checking on physical condition were
somewnat different, They considered it to be the mark of a good squad
leader when on patrol, tut as true of poor as it was of good squad
leaders when on the MLR. The squad leader, who on patrol, finds the
time to check on his men's physical condition is obviously to be com—
mended. When on the MLR however, it is perhaps a routine operation,
one which does not distinguish the good from the poor leader,

Attitudes towards food and drink were also related to the specific
combat situation, While all ranks agreed that a squad leader should
urge hig men to conserve food and water rations when on patrol, little
emphasis was placed upon this behavior when on the MLR. The relative
certainty and abtundance of food and water when on the MIR may well
precludé emphasis upon their conservation.

Concern with the consumption of native foods or with native sources
of drinking water was also somewhat different in the patrol and MIR
situation. Yo consistent pattern however, was evident., It should be
remembered that the data was gathered from men who served in Korea
and since 1 tood habits of native Koreans and Americans are quite
different, there was relatively little desire on the part of the soldier
to consume native food or ligquor. This was particularly true inasmuch

s the soldiers freguently indicated smaz3ment, if not disgust, with

3]

Korean stanlasds of focd preparstion and cleanliness,
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Tactical Activities,—Two behaviors in the tactical activities area

were viewed differently when on patrol eand when on the MLR. Squad
leaders indicated that the mark of a good squad leader in both situations
was the fact that he knew exactly where each of his men was located,
Subordinates agreed with this evaluation when on the MLR but felt that
poor leaders were as likely as good leaders to know the whereabouts of
their men when on patrol, This more leniént attitude of subordinates
when on patrol is surprising for we might expect them to place great
emphasis upon a leader having such knowledge, In some respects how-
ever, sucl knowledze is more readily secured when on ratrol than when on |
!
the MLR, when on patrol, it is essential that the men retain contact :
with one another for their own personal safety. Tiue, it is to the

advantage of the individual soldier himself, to make his whereabouts

g

known to his leader. Vhen on the HIR however, the individual soldier
has a greater incentive to conceal hirself from his leader, Possible
assignments to work details place high value upon remaining concealed,

Superiors indicated that knowledge as to the whereabouts of his

men was the mark of a good squad leader when on patrol, but as true

of poor as it was of 2ood leaders when on the MLR. Ceriainly it is

3 more important to have this knowledge when on patrol than when on the

: MLR. The relative availability of this knowledyge in the two situations

may not be fully appreciated by superiors.

4 Men of all ranks agreed that & leader should urge his men to do
3 nothing tlat would reveal their position to the enemy when on patrol.
80
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Only superiors were highly commendatory of such concern when on the
MLR., Subordinates and squad leaders indicated that such behavior was

as true of poor as it was of good squad leaders when on the MIR, Thus,
they apperently show little concern with such extreme precautions when
there is relatively little danger to the men concerned, Men interviewed

1 on the MLR frequently indicated that "we know where they (the enemy) are

ST TN

and they mow where we are," In view of such an evaiuation cf the enemy's
level of information, there is little to be gained by cautioning men not
to litter the front of the MIR or by cautioning them against smoking

in the open, Again, coneistent with earlier findings, subordinates are
willing to accept, even expec¢t, direction and supervision frcm above

when they realize that much is at stake,
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While the soldiers included in this s tudy all served in front line

rifle platoons, they differed in the positions they occupied with

f reference to squad leaders., Their rank provided a guide as to tie

yosition they occupied, Some were subordinate to squad leaders, others

squad leaders, and still others superior to squad leaders. As was to be

| expected, the squad leadership expectations of the men in these three

groups frequently differed., In this section the unique leadership

expectations of the three rank groups are briefly summarized.

v

Subordinates: Soldiers of subordinate ranks were second only to

those of superior ranks in their certainty as to what a squad leader

should do, both when on patrol and when on the MLR.? That is, sub-

ordinates frequently and clearly identified a behavior as being

desirable or undesirable, An examination of the behaviors so evaluated
: gives some clues as to the psychology of the rank and file whken in combat,
As hes been pointed out earlier, subordinates expect close super-

; vision and direction from their leader when on patrol, but resent such

3The relative certainty of superiors may well reflect their leader-
skip training in NCO school or in OCS as well as, to a lesser extent,
their greater opportunity to observe and compare a number of squad
leaders in action. The relative certainty of subordinates may well
reflect their having a clear conception of what tley expect of a lezder
and tlhis ideal protadly rests in a great extent upon their need to
protect their own interests rather than their having had formal leader-
ship training or the opportunity to observe and compare a number of squad
leaders in action, loreover, this idealism is not tempered by a first
hand knowled;e of the pressures on the squad leader in combat,

e
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supervision and direction when on the MLR, They wish their opinions to
be sought and respected by the leader when on patrcl but again pluce
little emphasis upon the behaviors when on the MILR.
Attitudes of subordinates towards behaviors confined to the MLR
situation also show interesting patterns., Subordinates show relatively
little enthusiasm for house.:eeping, such as the retention and carse of
clothing and equipment, personal cleanliness, and food and water discipline,
Favoritism is selectively criticized by subcrdinates. While they show
little interest in discrimination in the distribution of clothing, eguip~ !
ment and food, they are quite sensitive to 1t in the areas of details,
guard duty, end the luxury areas of PX rations and recreationsl oppor-~ !
tunities, This probably reflects the fact that the equitable distribution
of necessities is insured by their tangible quality as well as by
established and supervised rules of procedure imposed by the squed as
a whole and even by superiors,
Subordinetes also show relatively little interest in certain
tactical activities particularly when on the MLR, They are unconcerned
with the broader combat picture, the location, strength, and activities [
of other military unite, but they are vitally interested in their units

future, They show relatively little interest in keeping in contact

with adjoining units, with the preparation of range cards, or with be~

having in such a manner as t» reduce the liklihood of revealing the
unit's position to the enemy, When on patrol they show little interest
in krowing the patrol'e position, When on patrol, and particularly
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when on the HLR, sutordinates show little interest in tiue meintaining

of security.
On the positive side, and in addition to what has been pointed

out above, subordinautes show great interest in their leader's efforte to

- aenener

defend his men in their relations with superiors. This is evident in

their favorable attitudes towards leaders who question supericr'!s orders

T T

and who "buck for their men" with reference to the necessities and lux—
uries of combat living, Subordinates are also hizhly sensitive to

friction within the squed and lavd ieaders who attempt to minimize such

CTrauia

frictlon, .
In the strictly tactical sense, subordinates stand out in their fi
}
concern with the effective deployment of men under various terrain
conditions,

quad leaders: Compared to men of subordinate and superior ranks,

men of squad leader ranks were relatively uncertain as to what a squad
leader should do. That is, men of squad leader ranks were the ones
most inclined to identify & behavior as being about as true of good
as it was of poor squad leaders, While this pattern was evident in the

MLR situation, it was most apparent in the petrol situation. On

: approximately one-third of the patrol situation behaviors, the evaluat—
{
% iuns of subordinates and superiors were more in agreement with one

E% another (either favorable or unf-vorable)} then were the restonses of
]

3 either with squad leadsr's responses (uncertain)., (See Tables I-V in

Suppl. :@nt.) An examination of the patrol bekaviors exnibitinz this !
vattern gives some clues as to the psychology of squad leaders when on

patrol,
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Compared to subordinates and superiors, squad leaders place less
emphasis upon the desirability of: letting men know how they stand
with reference to their performance, taking the ddvice of *“heir men,
explaining the why of an order, and admitting when they are wrong.
Squad leaders, (as well as superiora) also were relatively indifferent
to the seeking of advice from subordinates, Thus, it would appear that
squad leaders are concerned with maintaining the prestice of the leader
for they do not show approval of those behaviors which might tend to
lessen that prestige in the eyes of their men,

Squad leaders were also relatively alone in their unecritical
attitude towards whining and griping when receiving orders and towards
the criticizing of superiors, though subordinates also showed indif-
ferdnce towards this behavior, They may well feel thiut these are the
inalienable rights of all soldiers, squad leaders not excepted, The
awkward interrzdiary position of the squad leader was also evident in
their failure to identify the questioning of unreasonable orders as the
mark of a 200d squad leader, an evaluatisn mede both by subordinates
and superiors. Here squad leaders may be underestimating the receptivity
of superiors to such questiouing, or they may feel that all leaders,
poor as well as good, question such orders as a matter of course,

Compared to subordinates and superiors, squad leaders also placed
less emphasis upon the desirability of motivating subordinates and

being friendly and smiling when with them, understandably difficult

in times of stress, Squad leaders were alone in their relative unconcern
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with new men, potential bug-outs, or with those of their men who might
be sick or injured, Concern with supply economy when on patrol was
also of least interest to men of squad leader renk. The securing and
transmitting of informacion was of more concern to subordinates and

] superiors thea to squad leaders,

The arparent unconcern of men of squad leader ramk vowards these
leaderstip functions-——thneir attributing of these behaviors as often to
poor as to good squad leaders warranis an explanation. An examination
of the data (See Tables VI-X in the Supvlement) reveals that men of squad
leader ranks are less critical of leaders they have rated "poor" and

mere critical of leaders they have rated "good" than are men of either

o e ————

subordinate or superior ranks, Men of squad leader ranks attrivute
desirable beksviors more often to poor leaders, and undesirable beraviors
less often to poor leaders than do men of subordinate or superior ranks,
On the other hand, they attritute desirable behaviors leass often to

£ocd leaders and undesirable behaviors more often to goud leaders than

do men of subordinate or superior ranks. Squad leader's attitudes may

rest on a number of bases,

E 1. Soldiers of squad leader ranks may feel a need to defend the
actions of squad leaders they have rated "poor"., They may nave been
sgquad leaders themselves, and consequently want to justify their own

shortcomings; or they may feel a need to defend others of like ranks,

Lok

particularly since tirese others experienced and shared the lLazards and

discomforts of front line combat., Trus, they would be inclined to re~

port trat poor squad leaders merformed desirable acts more frequently,
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and undesirable acts less frequently, than was reported by men of sub-
ordinate and superior ranks,
2, Soldiers of squad leader rank may not fully recognize the many
desirable acts performed by squad leaders they have rated “Ygood", These
may be acts which are routinely performed, and while not loomin: prom-
inent in the eyes of squed leadertc, are iecognized snd appreciated by
those above and below them in the platoon. Cn the other nand, soldiers
of ¢quad leader rank may be recogrizing the humanness of these squad
leaders by attributing undesirable acts tc them somewhat more frequently .f

than was attributed by men of subordinate and superior ranks,

T

3. Soldiers of squad leader ranks, may lLave a belter knowledge

e v ——
2

d

of the restricted range in which all squad leaders Lave to operate,

Many have been squad leaders, Consegquently, they sre the ones most

A,

likely to be aware of the problems faced by squad leaders—the con~
flicting demands of subordinates and superiors, the difficulties of
operating under physical and emotionnl stress of combat, and the iike —
than are men of subordinate and superior ranks, Thus, men of squad
leader renk mey feel that all squad leaders sre doing all that they can

or should do, The contrary evaluation of subordinates and superiors

suggests that men of squad leader rank either do not arpreciate the needs and

expectations of those above and below thuem, or that subordinates and
superiors do not fully appreciate the problems of combat leadership.

L, Another explenation lies in the actions of the squad leaders

tkemselves. All squad leaders may be uncertain as to the test way of

s car o s g - -
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handling particular probiems which confront them while on patrol, and
perhaps, good and woor leaders may not differ in how they handle these
problems, If they do not differ, then men have little actual basis for
differentiating betweer good end poor leaders on a given behavior. Men
of squad leader ranks familiar with the actualities hesitate to make
evaluations, whereas subcrdinates and superiors, having an ideal before
them, make differential evaluation judgments,

5. Men of squad lecader ranks may have the least opportunity to
observe and compare the performance of a number c¢f squad leaders, and
lacking such opportunity, they may be inclined to use a less rigid
standard when evaluating squad leader performence, Thus there would be
relatively few beheviors upon wiich they would differentiate good and
poor leaders,

Up to this point the isolated position of men of squad leader ranks
with reference to those above and velow them has been discussed in some
detail, An examination of their attitudes towards other behaviors gives
some clues atc to squad leader's psychology when in combat,

In many instances, men of squad leader ranks agree with men of sub~
ordinate ranks on what a squad leader should do, For example, both
groups are critical of leaders who threaten their men, On the other
hand, they boti. agree that a squad leader should defend his men in their
reiations with superiore, that is, "bucks! for his men, with reference
to work details, clothing and equipment, PX rations, and opportunities
for recreation. Squad leaders and their men both indicate that a good
squad leader is impartial by insuringc that work details, tke burden of
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heavy equipment, PX rations, and recreational opportunities are fairly
apportioned among the men, They also agree that a good squad leader
shares the burden of puard duty witi his men when the squed is short
handed, When on patrol, both squad leaders and their men emphasize
the importance of effective deployment as well as a rate of movement
consistent with the ability of the nen.

On the other hand, both squad leaders and their men were relatively
unconcerned with public criticism of superiors or, when on the MLR, with
the need to keep men sober, with showing interest in men's personal
problems, or with precautions against revealing the squad's position to
the enemy, Both groups considered these four bebaviors to be as character-
istic of puor as they were of good squad leaders,

In some instances men of squad leader ranks agree with men of sup-
erior ranks as to what a squad leader should do, FXor exarple, tosh
indicate that the mark of a good squad leader is that he exercises close
supervision over his men when on the MLR, Both believe a squad leader
should criticize his men in private and accep’ no "back-talk" from his
men. Both squad leaders and surericrs would give subordinates wide
leeway in the carrying out of orders whon on patrol, Squad leaders and
superiors agreed cn the importance of supply econowy when on the MLR,
or the necessity for maintaining hLigh standards of health and sanitation,
and on the need to insure that men exercise care in the handling of
veapons and ammunition, In tke strictly tactical sense squad leaders
and superiors frequently agreed, Both indicated that a good squad
leader inesures that security is posted and supervised, coniact is
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maintained with units on the squad's flanks, and that men prepsre range
cards, The larger combat picturs, that is, concern with the location,

strength, and activities of other units was also of concern to both

T e g e e

squad leaders and their superiors.
Squad leaders and superiors frequently agreed in their indications
that specific behaviors were as characteristic of poor as they were of

good squad leaders, For example, both agreed that good and poor leaders

were equally likely to direct orders to specific people, to sesk sug-

[ORP

gestions from 3ubordinates when on patrol, and to act on suggestions and

S

advice when on the MLR. Squad leaders and superiors both indicated that
}‘1
{
|
?

good and poor leaders tried to keep their men cheerful and tried to keep

the men in their squad a harmonious group. With reference to work details,

both also agreed that good and poor leaders were about equally likely to

oxcuse sick men and to work alongside their men when the squad was short

handed, Both indicated that when on the MLR all squad leaders did not

hesitate to question orders which seemed unreasoneble,

E Men of squad leader ranks alone showed great concern with as to

They indicated f}

how and with whom squad leaders spend their free time,

that the fo0o0d squad leader spends his spare time with his wen, rather

tian with othiers of like rank, and with all of lis men, rather than i
i
!

with certain buddies hp may have in the squad,
Superiors: Soldiers of superior ranks were the ones most certain

!

as to what a squad leader should do both when on patrol and when on the

MLR., "hetv is, supeiiors mest freguently and most clearly identified a [
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behevior as being deeirable or undesirabdle, An examination of the be-
iaviors so evaluated gives some clues as to the psychology of platocn
sergeants and platoon leaders when in combat,

As has been pointed out earlier, superiors expect the squad leader
tu exert strict control and supervision over his men, both when on
patrol and vwhen on the MLR, They are intolerant of the acceptance of
"back-talk" on the part of ihe squad lesder. They most clearly expect
the leader to be couragevus., Thus, it would appear that they expect
the leader to live up to tihe conventional picture of a leader and main-
tain that prestige usually accorded the leader,

On the other band, superiors show little interest in a leader's
attempts to buck for his men by goin, to his superiore on his men's
behalf. This ie particularly evident with reference to the necessities
and luxuries of combat living~—clothing, equipment, PX rations, and
recreational opportunities, They show little interest in the manner .n
which these goods are distributed,

Superiors show relatively little appreciation of the fact that
dissension may rent a sgquad asunder and that leaders must take steps to
reduce this dissension., They also fail to appreciate the fact that the
renk and file expect the leader to "pitch in and help” on guard duty and
even work deteils when the squad 1s short handed., This perbhaps is
related to superior!s concern with maintaining the prestige of the
leader noted above,

In contrast to the attitudes of suhordinates, superiors show great
concern with housekeeping, such as the retention end care of clothing
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and equipment, Personal cleanliness, and food and water discipline.

As is to be expected, superiors also show the greatest concern with
strictly vactical matters, both when on patrol and when on the MLR.
Such things as maintenance of contact with neighboring units, preparation
of range cards, awareness of the larger tactical picture, were of great

concern to superiors.

ki




7 M T e

s e e Rl 0k DE e Vi 2L 3t

PCSSIBLE AFPLICATION OF RESULTS
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In considering the usefulness of these findings to the Army it is

e s T U —

necessary to keep cleariy in mind current Army doctrine in the area of

swall group leadersnip, FM22-10, Lecadership and FM22-100, Sommand £nd

NN VT S TP Y SN

Leadership For The Saml) Unit leader are rerresentative of the various

Army publications currently dealing witl this probdlem, References to

Army leadershiv doctrine will be based on the material found in ..ese .

two manuale, )
At the outset it must be stated tiat the findings of this researcl:

k ~enerally do not contradict or conflict with Army leesdership doctrine,

[
N __

The primary value of this report rests in the fact that it (1) points
up leadersiiip problems which are giwer little if any consideration under f;
current Army doctrine; (2) indicates the relative acceptability to i
soldiers of different ranks, of leadership techniques already recognized

by the Army and ti:e implication this has for changing leadership train-

ing; (3) reveals the extent to which squad leaders are reported as

utilizing good lecdership techniques. l'
4

I. Leezdershiv Problems Identified in this Research but Receiving Little ;

if Any Mention in FM22-10 or FM22-100, i

L. Jeadership Ixpectations are Releted to Ranl: It was hypothesized i

E earlier that soldiere of different rank would hold different attitudes

toward specific leadership techniques, DNowhere does FM22-10 or FM22-100

4 desl directly or specifically with this problem of the relative accept-

~noo

ability of leadersian teciniques vo soidicrs dafleriug in theisr
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in the military organizetion. The nearest statement to the above is the
repeated admonition to "try to understand the problems, military or
personal, of your men' and "make a conscientious effort to become person~
ally acquainted with your men, and recognize their individual differences",

Wvidence presented in this report indicates that while in some in-
stances subordinates, squad leaders, and superiors aszree on whei they
expect of a leader, in many other cases therv were differences in their
respective expectations, That is, soldiers of different rank do in fact
hold Al fferent attiiudns ,owards specific leadership techniques. These
differences primarily reilect dirferences in emphasis as to the desir-
ability of spicific leadership technigues ratier than outright conflict
in attitudes vowards thece leaders:ip techniques.

The fact that disagreement exists, even in its milder form of
differences of emphasis, points up an important problem for leadersiip.
It indicates that there is great liklil.ood that one party in a leader-~
ship situation (e.z. squad leader) does not always fully appreciate the
needs and expectations of the otker two parties, (e.g. subordinates and
superiors), To the extent that one party is not able to put itself in
the shoes of the other parties, communication between the parties is
hampered, coojeration and coordination reduced, and the successful
attainment of the tactical mission jeopardized. The leader who is
unaware of the expectations of those above and below him in the military
orgauization is as likely as not to act in & manner inccmpatible with
those expectations, even when he is not compelled to do so, koreover, if
the expectations of those above and below him conflict, being unawsare
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of that conflict, he will probably make little effort to reconcile that

¢ A
; 4
1
F
conflict,
3
It would seem wiss then to emphasize in a leadership training
program that points of view vary with position in the leadership situ~
3 ation and that cooperation and harmony are facilitated when soldiers
know, appreciate, and take into account the points of view of others.
Data availeble in this report throws light upon the specific needs and
expectations of the three groups most directly concerned with laader-~
4 !

slip, the squad ieader, tloee above Lim, and those below hir, .

B. 7The Ieader is in a Difficult Position: While FM22-10 and

Mk

™22-100 carefully outline what the leader- should do in the form of

] traits, principles and techniques, at no point does it make any mention

or show any eppreciation of the difficu.t and ambivalent position in
which the leader finds himself when under stress, These difficulties
apparertly arise from the fact that unier the conditions of physical
hardship and psychologicel stress the leader must dbehave in a manner
acceptable to both those above and below him in the military organization.

Our data reveals that squad leaders are relatively less certain as ;

to what to do in a stress (patrol) situation. As has been pointed out
earlier subordinates and superiors freguently indicated what behavior

they expect of a leader when on patrol. Squad leaders, on the other

hand, just as frequently failed to differentiate between good and poor

A
e s Ch s 1 s AL i B

uThis point is emphasized by recent work in manufacturing lants
of the International hLarvester Company. See. Fleishman, U, A. "Leader-
ship Glimats, Duman Reclatione Treining, and Sunervisory behavior,!

Personnel Psychology 1953, 6, 205-222
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leaders on tnese behaviors. W:at is clearly suggested here is a l.ck
of appreciation on the part of those above and below the leader of the

many difficult problems confronting the leader when on patrol., It appears

- Ee S cui N A L A w-ﬂ,‘mj
|
i

that the expectations of subordinates and superiors may be out of line
with what can sctually be done,

Or the one hand this suggests that subordinates and superiors muat
be given a fuller aypreciation of the problems of leadership under stress
conditions, Tris could be done Ly incorporating these findings into the
basic training as well as OCS curriculum, Such greater appreciation 3
might well scale down what is expected of the leader under stress, On

the other iand, squad leaders must be shown that the leadership expect-

e i ——

ations, particulerly of subordinates, increasoc rather than decrease

during times of stress. Squad leaders, consequently, must be urged to

e cara A AL e,

tailor their leadersi:ip techniques to the particular situation—for
example exacting greater control and indicating greater certainty and con-
fidence when on patrol. This may well call for a more exacting selection ‘3

of men for leadership positions in stress situations, & selection which

incorporates knowledge of the psychological variables contributing to
effective performance under stress.5

C. Leadership Expectations are Related to the Stress Involved: It ¢4

was hypotnesized earlier that a soldier's attitude towards specific leader- 31

ship techniques would be related to the type of situation in which that F
l
{

SRobert L. Egbert, et al, "The Claracteristics of Pighters and Non- ii
Fighters," Fuman Research Unit Mo, 2., OCAFF, Technizcal Report, An in-
formation report of 26 March 1954 is availalle.
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f technigue is performed, While FM22~100 and yerticularly FM22-10 deal

with situational differences to some extent, they nowhere indicate that

i
§
i
{
3
i
3
1
i
i
4
i

1 situational differences affect attitudes towards control and discipline.

Kvidence presented earlier indicates a striking situational difference

in the attitudes of subordinates towards control from their leader. When

on patrol, that is, in a relatively stressful situation, subordinates are
willing to accept, in fact, demand strong firm direction and guidance j

from their leader. To some extent when on patrol, squad leade:r's and

[OOSR

superiors are even very willing to give subordinates greater leeviay and :
discretion than subordinates are willing to assume. On the other hand,

subordinates apparently resent and chaff under close direction and

e e ———

P WY, 3

supervision when the stress is reduced, that is, wken on the MLK,

Tre bulk of the soldierts time however, both in the 2I and over- %3
seas, is spent in non-stress situations. The apparant reluctance of the
rank aud file to accept rigld discipline under such circumstances may be

of great concern to tie military. But this opposition is confined to non-

bags

strcsg eltnasions, VYhen the need for discliplins is great, as when under
gtress, the men will sutnit toit, This information should reassure those
in the military who feel that any breach of discipline in the non~stress

situation will inevitadbly have unfortunate consequences in the stress

situation. It should stimulate reappraisal of some basic concepts 3
concerning discipline, This is not to argue that discipline should be

de-emphasized in basic training, but to point out that discipline train-

ing is supplemented and buttressed by psychological needs when the "ciips
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are down,"” with the result that cooperation is facilitated.

In some respects the Army!s attitude with reference to discipline
is contrary to that which would be in line with these findings—in
actual practice the closer the situations are to actual combat, the less
emphasis there is upon discipline, Mauldin's cartoons depicting the
combat veterants resentment against the strict enforcement of military

courtesy and discipline in rear areas has strong bases in fact. Vhere

the eoldier wants direction and guidance it is often lacking, Where the
soldier is inclined to resent direction and guidance, there it is imposed.

D, The Leader has Superiors as Well as Subordinates: FM22-~10 and

FM22-100 outline principles which should guide the leader in hie relation
with bhis subordinates. TYet the leader's unit is part of a larger unit,
For example, the squad is part of a platoon, The platoon leader is the
squad leader's leader and the relation between these two sets of leaders
poses upusual problems which are only dealt witk indirectly in FM22-10
or FM22-100, under the principle "employ your command in accordanée
with its capabilities®,

& squad leader receives orders from his superiors. It is his
function to implement these orders. Put in order to implement these
orders, it 18 necessary to reevaluate them,first in order to understand
whet is expected and second in order to consider these orders in the
light of his understending of his Ycommands capabilities’, Army
doctrine indicates great concern with the leader's prompt and proper

mplementation of superiors! orders but yet tends to ignore the fact
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toat every leader, explicitly or implicitly, must carefully evalurte these
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orders before attempting to implement them. This reevaluation of the

order is difficult however, for a questioning of superior's orders is,

R e e ST

by inference, also a questioning of tke skill and wisdom of the superior,
Army doctrine does not openly recognize the need for a leader's question~

ing or reevaluating of a supericsls decisions. j

he bulk of the leaders described in this study do in fact question
crders which they deem unclear or unreasonable, Questioning of "unclear®
orders was approved by all groups. Questioning of "unreasorable" ordere

however, was not approved by men of squad lesder rank, probably because

such questioning involves a more direct challenge to the wiedom of

ey = ———

superiors, Yet, superiors approved such cuestioning. The fact that

o 2o o ]
.

squad leaders appeared to be hesitant to question orders which appear

R,

"unreasonable" suggests that squad leaders either (1) misjudge superiors

A it

attitudes towards the reevaluation of orders or (2) superiors in effect i
do not sanction reevaluation of orders on the part of subordinate

; leaders. In either case it appears that Army doctrine should be cognizant
of tke problem by urging leaders to evaluste superiore orders rather

than blindly conforming and by urging superiors to permit if not

encourage subordinate leaders to reevaluate orders in the light of their

knowledge of their "command's capabilities'.,

II. Attitudes Towards Leadershiyp Techniques Inferred from ¥M22-10 and

22-100 and Their Implications For Modifying Leadership Instruction.

Army leadership doctrine as outlined in FM22-10 and FM22-100

present a number of leadership principles and teciniyuss. The talk of i
+
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the behaviors analyzed in this report can be identified in thesc

two field menuals, This report provides informatior ae to the extent to
which solaiers in the field recognize and approve of these leadership
techniques, To the extent that soldiers in the field recoznize and approve

of these leadership techniques, we can assume that officlal Army leader-

E ship doctrine has been substantiated, To the e¢xtent that all soldiers
in the field recognize the desirability of these leadership techniques, )
we can assume that barmony within a rifle platoon is increased and ite
1 effective combat performance facilitated. '1

A. Some Ieadership Techuiques are Considered Distinsuishing Marks

e

e —

of Good Squad Leaders by All Soldiers: Many of the leadershiy techniques

outlined in this report were identified as a mark of & good squad leader

by squad leaders as well as by those in positions subordinate and superior .

to that of squad leaders, That is, these behaviors vere reportedly per- :
formed more frequently by squad leaders rated "good" than by squad leaders

rated "poor," and the differences between the leaders were statistically

significant, These technigues, since they are undoubtedly accep.able to

all men in the field, can be emphasized in those training programs designed !

to instruct tke basic soldier, the squad leader, or platoon headquarters

A personnel, Theee behaviors are listed in Appendix A,

B. Some leadership Teckniques are Considered Distinguishing Marke >

of Good Squad Leaders by Some Soldiers but not by Others: wMany of the r
leadership techniques outlined in this report were identified as a merk ;
i

of a good squad leader by one rank group but not by another, (With one

exception, these differences in point of view were differences in
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emphagis rather than outright conflict.6 For example, one rank group
considered the behavior tu be the distingulshing mark of a good squad
leader while the other group considered the behavior to be about as true
of a poor as of a gool squad leader,) These differences in point of view
are a potential source of 111 feeling within a rifle platoon. Since

sucl: 111 feeling maywell lscsen the platoonts combat effectiveness, 1t

m@buld seem well to attempt to reconcile these differences,

Such & reconciliation may be attained by changing the attitudes of
any or all of the three rank groupe involved in this leadcvship situation.
Instruction can be focused upon the .quad leader, upon those below the
squad leader, or upon those above the squad leader., In somne instances the
attitude change involves the approval of leadership techniques previously
not identified as the distinguishing marks of a good squad leader, In
other instances, the change involves the relinquishing of leadership
techniques previously jvdged to be the digmtinguishing marks of a good
squad leader, These behaviors are listed in Appendices B, C, D, B, F,
and G.

111, Cverell Combat Performance of Squad Leaders,

Date evailable in this report seems to indicate that squad leaders
are generally rated as being ebove avirage by tirose soldiers who have
had the best opportunity to observe these squad leaders in action., lore-

over, these rated squad leaders more often performed desirable behaviors

6Supariors indicated that "keeping men occupied" was the mark of a
zood squad leader, Squad leaders indicated that such behavior was the

marlk of 2 poor squad lasder.
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Y than they performed undesirable behaviors, It would thus appear that in

the eyes of those soldiers who have the best opportunity to know, combdat

squad leaders in the Korean Yar have performed well,

Three qualifications are necessary to the above gtatement however,
First, it must be remembered that soldiers were interviewed some months
following their actual combat <xperience. This lapse of time may well %
have resulted in more chariteble evaluations of squac leader's overall
performance, overestimations of the frequency with which these leaders o
performed desirable behaviors, and underestimations of the frequency
with which these leaders perrormed undesirable behaviors,

Second, soldiers rated squad leaders who they had obserwed as squad

[ ——
Sinsiiaos il i As v .

leaders for at least one month, Undoubtedly t:ris has eliminated from

consideration really poor sjuad leaders who would have been removed from

L

the position of leader prior to that time, This has resulted in this

study being confined to an examination of only those squad leaders who

staae e o

heve performed well enouagl to retain command of a squad for at lesst one
month,

While it might be argued that the high ratings received ty the squad
leaders discussed in this study reflects favorably upon the Army'« current
leadership training prosrem rather then the result of a Yweeding out

process taking place in combat," available evidence indicates to the

é contrary. Research conducted with combat uuits in Korea recently

revenled that (1) tlLere is considerable turnover in personnel filling

the position of squad leader and (2) less than 10% of all men had
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, received formal l:iadership training of any kind.?
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Trird, the reletiwely high frequency with which squad leaders are

reported to have performed desirable behaviors also probably reflects

the fact that frequency of performance was tased on the number of squad

g leaders who nusvally or always performed & given bebavior., It is likely

trat few squad Jeaderr, particularly those left in charge of a combat
squad for one month or more, usually or alwaye perform undesirable ;
i behaviors,

In conclusion, the reader should bear in mind that the date gethered é
h from ccabat veterans of the Korean War amplifiee existin, knowledge ‘i
about lemdcersiip in two aspects of comnet—the st.essful patrol situation fE
and the relatively non-stressful MIR situation. The material presented

here can be utilized in the basic training program as wel) as in the ;

various leadership training programs now conducted by the Army—for
example NCO school and OCS. These findinge can be incorporated into i
current training programs via lectures, field manuals, field problems and ,é
otker training aids, It would also seem dssiradle to bring these find~
ings to the attention of soldiers in TO&E units in order that they may '

take them into account when performing their duties in their unite,

g ?Rodney A. Clark and Martha F. Myers, "A Description of Combat Rifle

Squads on the Xorean MLH luring the WWinler of 1552-53.% I
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AFPINDIX A

leadersuip Techniques Considered Distinguishing Marks Of Good Squad

Leaders By All Soldiers:

Many of the leadership teciniques outlined in this rerort were
identified as & mark of a good squad leader by soldiers of all three
rank groups. These techniques, since they are acceptable to all men in
the field, can be emphasized when training soldiers to fill the position
of the squad leader or positions subordinate or superior to that of tne
squad leader,

Subordinates, squad leaders, and superiors agree that when on the
MLR, a GCOD squad leader can be distinguished by the fact that he—

gives orders in a firm confident manner,
malies sure that his orders are clearly understcod.

asks subordinates for suggeetions.l
admits when he is wrong.
questions unclear orders.

tries to get food for ais men.
tries to get weapon cleaning material for bhis men.

recommends decorations for deserving men,
recommends promotious for deserving men.

inguires about future work details and grard duty.
iaquirea about the future plans of hLis unit.

tells I'is men what he Xnows about the unitis faature plans,
tells new men about the squad's past and likely fauture,

introduces tke new men to the older men.
cautions older men to look out for the new men,

1see APPENDIX C for attitudes towards this behavior when on patrol.
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Subordinates, squad leaders, and superiors agree that when on patrol

raker.

keeps hiz clothing and equinment in good condition,
keeps himself clean.
makes

makes sure that latrines are prepared and used.
rakes sure that his men use prophylectics when exposed,

makes sure that his men test~fire and zero-in their weapons,
makes sure that his men have adequate food and water,

trains his men to work as a veam.

trains each man to know every other man's job,
teaches his men about tactics, weapons, etc,
tries to incresse his own knowledge.

urges his men to improve their living and fighting position,
trges his men to improve obstacles on enemy ajpproaches,

tells his men 21l he knows about friendly and enemy units,

tells his men all he knows about the squad!s tactical and
logistical situation,

finds out the current challence and password,

urges his men to vass information to him.

stays up with his men where he can lead them,

sure tkat his men Lave adequate clothing and equipment.

sare that when showers are available his men tzke thenm,

a GOOD squad leader can be distinguished by the fact that he

gives orders in a firm confident manner,

makes sure that his orders are clearly understicod,

checks go gee that ris orders are promptly and vroperly carried

out,

explains, whenever possible, the "why" of an order,’

2See ATPERDIX D for attitudes towards this behavior when on the MIR,
35ee ATTINDIX C for attitudes towards this behavior when on the MLR.
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adzits vhen he is wrong,

questions unclear orders,

keeps his clotking and oquipment in good condition,

makes sure that his men conserve their food and water rations,
uses radio and telephons properly.

uses good formations on roads.

uses good foruations crossing valleys.

uses good formatiors passing through wooded aresas.

urges his men to pass informeticn to him. -
takes notes for the patrol repor’. '

knows the exact location of the patrol,

tells his men how, when, and where to move, ’

urges his men to retain contact with one another, i

cautions his men to do nothing that will reveal their position {
t0 the enemy.5 '

encourages his men through his wor’s and actions.

veye perticularly close atteniion to new men,

stays up wii.a his men where he can lead them,

e ——— -

FRNCT -

4Reported by all soldiees to be as true of poor &s of good squad
ieadsrs whon on the MIR, i

5See ATPENDIX B for attitudes towards this bekbavior when on the MlXe
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AFFINDIX B

Leadership Techniques Which Soldiers In A 8quad And Squad leaders

Consider To Be The Distinguishing Marks Of Good Squed Leaders But Which

Are Not So Identified By Soldiers In The Platoon Headquarters:

Many of the leadership techniques used in this study bave been
identified as the distinguishing marks ¢f a good squad leader by sub-
orinates and squad leaders btut have not been so idertified by superiors.

Soldiers in plstoon lieadquarters should recognize the fact that squaed

leaders and treir men alike expect squad leesders to employ the leadership

techniques listed below. Squad leaders and tieir men, on the other hand,

should he made aware c¢f tle fact trat the combat situation may make it
difficult for soldiers in platoon headquarters to fully appreciate and
respect their wish for squad leaders to employ ths leadershLip techniquew
listed below.
hen on the MLR—
does not threaten his men.6
objects when his men are put on too many details,

tries to get clean clothing for his mer,
tries {o get clothing and equipment for his men.

ries to got PY ration: for his men,
objects when his men have too few recreational opportunities.

soes on guard when the sqguad is shorthanded,

is fair when assigning men to details,

6Reported by all soldiers to Me as true of poor as of good squad
lecders when on vatrol.
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is fair when apportioning FX rations,
is fair when aprortioning orportunities for recreation.

checks on his men's physical condition,?
knows the exact location of each man in his command.8

When on ratrol-—

rotates the job of carrying heavy equipment or weapons,
uses & map and compaes properly.

does not move too fast for some or all of his men.

uses good formetions through villages,

uses good formations crossing streams.
uses good formations crosaing opwn areas,

Sce ATTIWDIX G for aititudes towards thie behavior when on patrol,
8See APPINDIX D for attitudes towards this behavior when on patrol,
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AFPENDIX ©

Leadersi ip Techniques Which Soldiers In A Squad Consider To Pe The

Distinguishing Merke 6f A Good Squad Leader But Which Are Not So Ident-

ified By Squad leaders Or Soldiers In The Platoon Headquarters:

Many of the leadership techniques used in this atudy have been
identified as the distinguishing marks of a good squad leader by sul-

ordinates, but rave not been so identified by squad leamders and

superiors, Squad leaders should employ, and goldiers in platoon head-

guarters should urge squad leaders to employ, the leadership techniques

listed below. Soldiers in the squads, on the other rand, should be
made aware of the fact that the comdbat situation may make it difficult
for squad leaders to employ the leadership technjques listed below,

and for soldiers in platoon lLeadquarters to appreciate and respect their
wish to rave squad leaders perform these techniques,

When on the MIR~—

direct his orders to specific people.

does not "ride" ris men.

compliments his men when they do well and chews them out when
they do poorly,’

scts upon good sug: estions offered by subordinates.lo
explains, whenever possible, the "why" of an order, !t

questions unreasonable orders,?

9See AFFLSDIX

Osae arrmmry

G for attitudes towards this behavior when on patrol.
£ for atiituldes towards thle bebavior when on patrola
gee APFENDIX A for attitudes towards this behavior when on patrol.
lZSee APFEIDIX G for attitudes towards this belavior when on patrol,
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inquires about future recreational opportunities,

helps his men on work detzils,

tries to keep Lis men cheerful,

excuses from deteil, men who are sick whenever possible,

tries to settle argumnents that arise in the squaa,

tries to discourage the formation of incompatible cliques in
the squad. *

does not_gbandon or discard any of his own clothing or equip~
ment.lg

A
gtays sober himself, "

ceutions his men not to consume native food or J.iquor..‘“'F

tells his men the current challenge and rassword,

hen on patrol-—
asks subordinates for suggestions,l5

identifies with his superior's orders,16

caeutions his men to rurify questionable water.17

13Reported by all soldiers to be as true of ypoor as of good squad
leaderg when on patrol,
5ee APP.NDIX F for attitudes towarde this behavior when on patrol,
See APFulNDIX A for attitudes towards this behavior when on the MLR.

1633ported by all scldiers to be as true of poor as of good squad
leaderg when on the MLR.

Chan ATTHTAMTY NV oo
N Akl

TIMDIY E for avbiiuwivs Lowards thas behavior when on the MLIR,.
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APPLNDIX D

Leadership Techniques Which Squad leaders And Soldiers In The Platoon

Headquarters Consider To Be The Distinwuishinz Marks Of A Good Squad

leader But Whick Are Not So Identified By Soldiere In The Squad:
Many of the leadership techniques used in this study bave bveen
identified as the distinguishing mark of a good squad leader by squad

leaders and superiors but have not been so identified by subordinates.

Soldiers in the squads srould be made aware of the fact that the combat

gituation may make it necessary for squad leaders to employ the leader—
ship techniques listed below and for soldiers in platoon headquarters

to require squad leaders to employ these techniques. Squad leaders aad

goldiers in platoon headquarters, on the other hand, should be wade

aware of the rank and file's relative indifference towards the employ-

ment of these techniques.

When on the MLR—

checks to see that lis orders are promptly and properly
carried out.18

supervises his men,

criticizes his men in privets,

does not let his men talk-back to him,

makes the best man in the squad his assiastant.

mekes sure that Lis men do not abendon or discard their
clothing or equipment.19

moekes gsure that his mgg keep their clothing and equipment
in good condition.

1830e AFPENDIX A for attitudes towards this bebavior when on patrol.
195¢0 APPRIDIY ¢ for

attitules towards this behavior when on patrol,
20see APPLNDIX G for

attitudes towards this behavior when on patrol.
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When

makes sure that his men keep their living facilities clean,

keeps his own living facilities clean,

makes sure that first aid is given to the sick or injured,

maxes sure that his men are careful when handling weapons or

ammnition,
assigns specific men to act as secuvity.

triez to keep in contact with units on -is flanks.
urges his men to prepare range cards,

finds out all he can about friendly and enemy units,

on patrol-—

gives hls men leeway in carrying out orders,

does not let his men talk-back to him,

makes eure that first aid is given to the sick or injured.
assigns specific men to act as security,

knows the exact location of each man in his 9qnad.21

keeps his men informed &s to the patrol's location,

?lgee APPINDIX B for attitudes towards this bekavior when on the MLR.
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t APPENDIX E

AN ie s

Leadership Techaiques Which Soldiers In The Platoon Headquarters Consider

To Be Distinguishing Marks Of A Good Squad Leader But VWhick Are Not So

Identified By Squad leaders And Soldiers In The Squad:

A few of the leadership techkniques used in this study have been

S

identified as the distinguisking mark of a good squad leader by superiors

but have not been so identified by squad leaders or subordinates,

Soldiers in the squads and squad leaders should be made awere of the fact i

that the combat situation may make it necessary for soldiers in platoon

SHNIE Y SOV N

headquarters to require squad leaders to employ the leadership techniques

listed below, Soldiers in platoon headquarters, on the otker hand,

. —

o7,

should te made aware of squad leaders' and their men's relative indiffer-
ence towards the employment of these teclniques,

When on the MiR—

T
B TIYETNVN BRI WU DL S

pays clogse attention to "8 balls",
22

does not publicly criticize his superiore.
Lelps his men with their personal problems,

tries to keep his men sobder,

keeps lLis men occupied—even on unimportant tasks,

cautionis bis men to purify gueetionabdble water.23

uses different return routes when returning from patrol wken
possible,

ENPES

Caraa

22Raported by all soldiers to be as true of poor as of good sguad
leaders when on patrol.
See AFPINMDIX C for attitudes towards this behavior when on patrol,
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cautions his men to do nothing thut will reveal thelr position
to the enemy.2

A e ey

zuSee ATP«NDIX A for attitudes towards this behavior when on patrol,
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ATP.NDIX F

i ad ansid s e ek

Leadership Technigues Which Squad lLeaders Consider To Be The Dis~

v shaem

tinuishing Markse Of A Good Squad Leader Put Which Are Not So Identified

By Soldiers In The Squad Or Soldiers In The Platoon Headguerters: ;
i

In a few instances behaviors identified as the distinguishing marks
of v good squad leader by squad leaders have not veen so identified by
subordinates or superiors. Since these behaviors are of relatively less
concern to subordinates and superiors, they do not warrant emphasis in
a leader training program,

WrLen on the MLR— 4

]

spends his spare time equally with all of his men, i 5
does not gpend his free time primarily with other NCOs,

i8 fair when apportioning food and water rations, '1

learns all he can about the new men,

mekes sure that garbsge and refuse are properly dispcsed of,
Vir.en on patrol—
gives hls men rest breaks vhenever possibdle,

ceautions his men not to consume native food or liquor.25

25568 AFFENDIX C for attitudes towards this behavicr when on the MLR.
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APFENDIX G

leadership Techniques Which Soldiers In The Squad And Soldiers In The

Platoon jeadgquerters Consider To Be The Distipeuishing Marks Of A Good

Squod ILeader Bmt Which Are Not So Identified By Squad Leaders:

Many of the leadership techniques used in this study bave been
identified ae the distinguishing marks of a good squad leader by sub-
ordinates and superiors, but have not been so identified by squad

leadere. Squad lesders should be made aware of the fact that, in com-~

bat, soldiers in the squads and in platoon headgquarters expect squad

lesders to ewploy the leadersnip techniqgues listed below, Soldiers in

the squads and in platoon hesdquarters, on the other hand, should be

nade aware that the combat situation may make it difficult for the squad
leader to employ the leadership techniques listed below,
Wrken on the MLR—
does not whine or gripe when receiving orders,
mingles with people—does not stay o»ff by himself,
is fair when aymartioning clothing and equipment rations,

has a friendly word and smile for his men,
shares his liquor aud cigarettes with his men,

makes sure that all key positions are kept covered.

rasses information along to his superiors,

moves from position to position checking on his men,

When on patrol——
complimerts his men when they do well and chews them out when

anS ow

the,y do POOT iy e

26See APPENDIX C for atiitudes towards this behavior whken on the MLR,
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acts upon good suggestions offered by subordinates.2?

questions unreasonable orders,28

does not whine or gripe when receiving orders,

has & friendly word and smile for his men,

does his best to bring sick and wounded dack,

makes sure that his men do not abandon or diascard their cloth-

ing or equipment.<d

makes sure that his men keep their clothing and equipment in

good condition,30

checks on his men's physical condition,31

resses information along %o his superiors.

vays particularly close attention to likely “bug-outs",

o

275ee AFFWIDIX C for attitpdes towards
28gee APPANDIX C for attitudes towgrds
29See AFPANDIX D for attitudes towards
JU%ee AFF4NUIX D for atitiiudes towards
3lgee APTENDIX B for attitudes towards
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