Steff Dersrtment
THE INFANTRY SCHOCL
Fort Benning, Georgiea

STUDENT MCNOGRAFH
Infantry Officers Advanced Course

Class Nr 1
1S56-57
s ! ' :
e < 0o
T TITLE

#hat Should Be Done Within The Infantry Regiment
To Improve leddership Training for NCO's¥

Capt Willard Latham
Roster Nr 1C3



FREFACE... . .veennnn

INTRODUCTION. 2 vevnn.

DISCUSSION. v eenenns

TABLE OF CONTENTS

------ LI I I I I B A - L) L N A ] * e
IIIIIIIIIIIIIIIIIIIIIIII ¥ 2 2 288 aaw
..... LN I B AN I BN A A o‘o'.oooo’n....
L B A L R A B I I B I B B N I I I I I I I I LR B



. PREFACE

21 Jsnuary 1657
Arrreclation is expressed to the following officers for
assistance in the gathering of information through interviews
in the preparation of this study: Lieutenent Colonel William
A. Robinson, Kings Own Royal Regimeht, British Army, "British
System of NCO Training”, Lieutenant Colonel Louls M. Bonnigeal,
French army, "French System of NCO Training", Majér A, 6.
Sheiby, United States Marine Corps, "Marine Corps Leadership
Methods™, and Captain John E. McCleary, United States Army,
¥YOperation of & Regimental NCO Academy“.
| Excert as 1ndicatéd, the .point of view expressed in this
paper 1s that of the author and not necessarily that of The

Infantry Schecol or The Department of the Army.
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INTRODUCTION

In the atomic wars of the future it 1s envisioned that
the ground forces wlll operate on the besis of fighting many
smzll, widely dispersed bsttles. These battles will be con-
ducted by the small unit leaders of the Army. It is with the
leadership treining of one group of those small unit leaders
that this monograph will be concerned; the noncommissioned
bfficer of the iﬁfantry reglment.

| It is not intended that this study will analyze all of
the necessities of lezdership but will attempt to find =a
method for instilling snd developing the intangibleé that are
essential; such as the desire to lead and excel in military
life. The asrect of technical rroficiency will not be
discussed. Its importence is well recognized, however it
18 relatively easy to devise training procedures to cobtain
the desired level of proficiency.

The exreriences of the writer will be used tO'evalﬁate
the various methods discussed. It has been observed that
throughout the research that there is evidently not a system
or program of 1eadership'training which can be used and
depended uron to produce infallible leaders. The schools
can produce graduates but cannot gusrantee that they will
lead. Nevertheless the sezrch for the best system of producing
must ccntinue.

There 1s & directive to the officers of the British Army
which 18 appliceble to 211 leaders snd its provisions seem to
be lacking in meny noncommissioned officers in the American
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Army today.

"...The day may cdmé when you will be called upon
to register the manhood of the British Empire in the eyes of
the continent of Europe. It is therefore imperative that
every leader offer evidence of his awareness of his con-
tribution to vicﬁory in his personal bearing. He should
remember both on and off rarade, that the...uniform he Wears
18 the outward and visable sign of the...Commission which he
has been honored to receive. He must conduct himself in such.
& fashion that the uniform he wears 1s regarded...less as a
uniform than as & hallmark of that grest prﬁfeésion of arms
to which he belcmgs.’.t (2:5)

The training.ﬁrograms of the various armed forces and
business corporations have rroduced evidence that those who
lesd and direct others can be tréined to lead and direct
better. This study will attempt to find the best method of

obtaining this goal at regimental level.



DISCUSSICN

In érder to determine the most productive ﬁethod of
leadership training for noncommissioned officerwm w%thin the'
infentry regiment it is necessary to establish the objective
by which this leadership can be recognized. Research has
developed 2 great number of traits considered by many people
as the essentials of leadership for noncommissioned officers.
It has been imprectical to rresent all of these end therefore
the following list of requirements'for leasders put forth by
the British War Office is considered most rerresentative 6f
the whole.

“(a) He must have courage... B
(b) He wust be technically proflcient...
(¢} He must have initistive and offensive spirit...
(d) He wust look after his_ﬁen... _
(¢) He must be rhysically and mentally tough...
(f) He must be cheerful...
(g) He must be sble to make up his mind...
(h) He must be loyal... |
(1) He wust instill discirline..." (26:94)

These regulrements can not all be.developed or instilled
in a single treining operstion. In order to select the best
method to develop most of these gualities 1t 1is desirable to
analyze the verious methods used by the Unlted States &Army,
United States Marine Corps, the French Army end the British
Army.

One of the methods found most popular in the minds of

S
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some officers to imrrove lesdershlp traininé of noncounmissioned
officers thet of the regimentel NCO school. (18) This solution
admits of & unlform, efficent way to train noncommissioned and
potentizl noncommissioned officers the basic and advanced
skills they need to master in order to leaé. Some of the
sdventeges of this level school are:

First: Centralization of quality instructors. This will
"gllow the entire unit to benefit from the better instruction.

Second: The regimentsl commender cén directly influnce
the training of noncommissioned leaders. He may also instill
his own standard operetlon procedures into the'functioning of
the school.

Third: Kecognition can be accorded the graduates of the
school.

Fourth: Unit publicity can be given to the school. This
will increase the desire of soldiers to atﬁend.

Some of the dissdvantages of the reglmental level scbooi
syster are: |

First: There is no teble of orgenization and equirment.
Therefore all instructors snd eguipment must be procured from
subcrdinate or higher units.

Second: Subordinate units cannot speare first rate
instructors on a long term besis without hawpering the efficl-
ency of the units.

Third: Gradustion from the school will not autoﬁatically
meke the men & lesder. In the final anélyéis, the real proof
of lesdershir will be in his success or failure in leading men.

Fourth: This system interfers with the Comrany Commander'é
function of developing leadership within his unit. Since it
1 the Company Commander and his offibers_who select, train
&nd surervise the noncommissioned officers they should be the
ones who develqp then.

‘ Fifth; Schools at this level sre excellent for producing
&




technically qualified men but can do 1little to 1nstill the
traits of & leader snd insure that the noncommissioned officer
will conduct himself as & lesder when he returns to his unit.
(18)

Schools in the formsl sense can be operested at ali levels
down to comypany, and it cannot be doubted thzt somé benefit
would eccrue from them. Howevef the shortage of qualified
instructofs, egulpment znd the lack of a uniform standard
prevent these.from being a universal solutlon.

Another solution lies in the field of command technlque
exercised by the officers of the army. Combat leadership
stressss that, when in action and under fire, a leader 1s
evaluated by hils initlative, cooperation, perseverance and ‘
force. (6:14) These gualities are difficult to instill in e
formal school.. A return to the basic respect for the rosition
of the noncommissioned officer by the commissioned officers
would effect 8 sizeabie start in the training of énlisted |
leaders. A& great deal of lir service is paid to the ldea ‘that
today noncommissioned officers are the backboné of the army,
when it 1s the exgperience of most of the joung officers,
including the writer, that 1t 1s the officers who bear the
burden of most of the responsible work within the company. It
is not the desire nor the intent of the Jjunior officers that
this Ye s0. However in order to meet the demands of higher
headduarters for vetter results, faster, they have been forced
to upsure more and more of the NCO's suthority.

There is & tendency for officers at all levels to specify
- that an officer be in charge of most.important detalls. This
leaves the sergesnt or corporal with the fesling that he 1s =&
rrivete with chevrons. From the moment this lmpression is
ellowed to form, the NCO's position and prestige has been
lowered. The results of & questionaire conducted for the pur-
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rose of détermining the feasibility of integrating leadership__
training within the infantry compsny indicates that noncommiss-.
loned officers prefer that the lowest level of 1eadérsh1p be
responsible for trainiﬁg of his unit. (1¢: Annex.A) This
would meen that the sguad leader would conduct ﬁost of the
tralning for his sqused and also surervise his men in almost

all other detalls. Under this system training would take
longer 1ﬁ'some instances but it would result in noncémmissloned
leaders, effective chaln of éommand, and unity among the NCO's.
Tkls principle has been applied in recent months by the 8th
Infantry Division at Fort Carson, Coloreado. The fol]oﬁing
excerpt from an article written zs &n explainatiop of thls

type of training gives an indlcation as to the favorable
results.

"Squad leasders were gilven ultimste responsibility
for the performance of their sguads...Everyone concerned with
training ét every echelon within the division displayed a
certaln pride and iﬁitiativejstemming from the realization
that he was directly resronsible for every performance of his
unit, whether on the rifle range or the drill field. This
rroduced not enly = superiof trainee but a superior NCO and
Junior officer.

"Inttistive and Ieadership, 1t became apperent, go
hand in hend wilth the personsl relationship between the trainee
and the instruction..." (24:12)

This system of operstion would have the effect of
elevating prestige of the Army NCO to that enjoyed by the NCO
in the Marine Corps by use of the Drill Instructor method of
recruit training;

It has been 8aid thatlthe noncommlssioned officer caste
is one of the foundation stones of militery efficiency. (28:53)
This caste results not from the mere appointment of sergeant
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end corporals but from their zctusl elevation in treatment and
regard above the private soldier. This is done 1in many ways
aside from the obvious granting of privileges. The commander
would not gilve detslled instrucéions to NCOs but would glve
mission type orders whenever possible and endeavor to make the
.man feel thet he 1s a person of some statue in the military
world. After assigning the mission the officer must allow

the NCO to do the job. If he hesitates, help him, and if he
fails to meet the desired standard sfter a reasonable period
of time, reduce him. If he succeeds reward him with a "well
done”. The officer corps must set such an outstanding example
in all their conduct that the corps of noncommissioned officers
will strive to emuiate them. In sddition the offlcers must
insist upon the maintenance of the caste between noncommiss-
toned officers and other ranks. This 1s necesasary 1n order

to rrevent any lowering of the leader's standards and aims to
the level of the led. The NCO must have the feeling that he
is leading end is in his position because of hils suprerior
skill and ability plus the knowledge that his superiors are
depending upon him for success, It is not intended that ﬁhe
perpetration of NCO ceste will obviate the need for formel
gystem. The following forms of 1nstruction are available:

First: Experience in leasdershir situation. This
could take the form of allowing a potential leader to assu@e
the duties of a2 more aénior NCO and operate under the
tutefgge of the senior.

Second: Progression from smell to larger lesder-
ship sltuations. This could elther be part of a deliberate
developrental program or just the routine way in which, by
triel and error, the better leader 15 developed.

Third: Systematic personal conferences of trainer
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and leader. These interﬁiews are planned to review sctual
conduct; the commander would tell the junior leader whsat
cualities of lesdership he is failing to displey end what
to do to iwmrrove his performsnce.

The French irmy hes a2 system of leader training which
1s worthy of discussion. Upon induction into the army the
soldler is recuired to undergo a battery of tests. Upon the
basls of the results of these tests those soldiers who
evidence lesdership potential are so designated end efter
completion of basie training it 1s mendstory that they sttend
a 81x to elght monthse noncommissioned officer school conducted
et regimental level. Thls school 1s not & pert of the T.C.E.
of the regiment but is recuired to be conducted.by the French
Army. All prrivates who wlll be promoted to the grade of
corvoral must graduate from this course. Another six to elght
moenths course wust be sztitended in order to bé rromoted to
sergeant. This course im conducted either‘at regimental or
division level.
| These schools heve 211 the advantsges and disadvanteages
of the United States Army regimentzl level school but would
seem to_be much more selectlve and the training more complete.
Yet it dcoes not produce the desired results for the French
Metropolitian Army that is desired. (5) This seems to be
due to the treazatment of noncommissioned officers in the
matter of prestige by officers. The separation of NCOs end
other ranks is not mainteined, resulting in a lowerlng of the
status of leadership. _

The United States Merine Corps does not at the present
time have & formal school system of training for the develor-
ment of leasdership for NCOS; However the Corps has a
fundamentally different aprroach to the problem of encouraging
lesdershir among NCOs &3 comrazred to the rractice of the Army.
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This vractice 1e¢ menifested in the basic handling of the NCO
by all levels of commend within the Corps. The Commendant of
the Marine Corps insistis that officers put meximum
“resrvonsibility and authority on the corporsls and sergeants..
These men are mede to Teel that thelr superiors believe that
they are imrortent. The officers of the Corps at all levels
are directed to instruct the NCOQ rersonelly and seperately.
This initieted the habit of commend and teeches the NCOs to
be exacting with thelr men. They sre sccorded a posltion of
speciel privilesge in such things as mess, pass and any other
fields thet cen be used. Feramount in the instsllation of
the NCO &8 & man of grest importance in the Merine Corps is
that they_conduct gll basic training, "Boot Cawct", for a1l men
Just entering the Cofps. This estaﬁlishes his vplace in.the
eyes of'thé newconers end gives the NGO corps the sure
knowledge that they are enﬁrusted with the training to the
future marines at the most imvortant point of their careers.
(23)

The British Army does not have & school progrem to
develop lesdership in their NCG's. The vroblem is simplified
by the faet that thelr army is not large and the number of
NCO‘s'witbin their units 1s not as great as 1n American units.
The selection process for NCO's begins when a man enters the
army. In baslc treining the recrulis recelve & battery of
tests. Uron the results of these tests and observations of
the Cadre during basic training the man is recommended or
not to the Commender of the untit to which he goes &s =&
potentiel NCC. The men does not receive formal leadership
training in the unit. The commender has.the authority to
rromote to "Lance" grades (temporary without pay) for
purposes of observation for leadership abllity. The policy
'is.ﬁot to promote a man to rermanent grade unless he has
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demonstrated his ability to lead.

The British NCO is accorded a position of signal honor
in the chain of cbmmand. They are completely seperated from
the other ranks in the matter of privileges, living conditions,
end mess. These destinctions are rigidiy enforced by the NCO's
end supervised by the officers. The chief supervisor of this
system within the b&tialion is the FRegimentsl Sergeant Major.
Tradition has fixed this office so flrmly that he has the
unwritten pfivilege Qf reporting to the Adjutant the observed
shortcommings of the juniof officers within the battalion.

The Regimental Sergeant Major and the Company Sergeant Major
(First Sergeant) are addreésed as "Sir" by all lesser ranks.
(21) 411 these distinctions have the effect of exhaulting the
position of the NCO and make it é desirable goal for which to
aspire. Men must Jemostrate ebility before promotion. The
system 18 not foolproof and misfits do slip in; however the
problem of removal is relatively simple zs compared to the
American method. The theme is to give the NCO maximum
regponsibility end authority. Those who cannot produce are
eliminated. One of the outstanding features of the Bfitishr
system as.coﬁpared to the American habit’is that men are not
promoted because a vacancy exists. The use of the "Lance”
grades is & partiai gid in this matter._

The pesition of the NCO of the British Army is developed
to the point that 1t has been quoted of a sergeant in the
Coldstream Guards that the most 1mportent fuction of the
officers 1s: "When the time comes, to show the men how to
ate". (21)

The writings of General Sir Harold E. Franklyn of the
Brisish Army indicaetes the feeling of the British Army
toward the processes of developing leaders within thelregiment.

"The very fact of commanding men continuously will
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become a habit which will survive, in most ceses, the
transition-frdm peece to war. It is, however, & very
different matter to iry to deﬁelop leaders in é hurry after
war has broken out. It will be found that among the pro-
“tentiszl leaders within & regiment shat there are some men
who seem born to lead &nd about them there is no anxiety,
but the mejority will appeér to lack any real aptitude.
Ficking lesders in such circumstences 1s a metter of guéssQ
wofk,.for often the quietest end wost retiring men need the
stimulus of battile to show thelr reai worth. There 1s in
fect only one practical teat, which is to allow each man to
turn to command the sub-uniti and to wetch carefully how he
shapes. Eventually the most promising will have béen |
selected, although the fact must be faced that there will
have been many mistakeé; now sters cen and must be taken to
étrengthen their powers of leadership in the short time that
is to be avéilable. In cemp or barracke the embyro leader
will elways find some senlor or even a'contemporary, frow
whom to seek advice end guidance &nd in such condltlons no
progress will bpe made. It 1s essentizl that the budding
leader be thrown entirely on his own resources and faced
with problems when there is no one else to consult, with
this end in view NCOs and votential NCOs should be sent
off, with or without troopé under their commend, for seVeral
deys at a time &nd gifen.some tesk to perform with no
possibility.of Faining even morzl support from others. There
is no training comparable with this for rroducine self relisnt
lezders in & short time." (19:3)

This system on the pesrt of the british appears to be an
excellent arproech to the problem of leadership training below
the regimenﬁal level. It is mnot indlcated howevef, how

efficent this system would be under conditions in the field
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during war time.
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CONCLUSION

It 1s concluded frow the foregoing dlscussion that the
best methéd of improving lesdership tralning for noncommissioned
officers within the infantry regiment i1s to re-estsblish the
NCO caste within the Army. The NCO in the United States
Army 1s no longer considered to be the backbone of the servlce
by the rank znd file of the men or by the officers. The NCO's
ere not depended upon, &s a group, to carry out responsibility
without close supervision.

It i1s further concluded thet the system of operating
NCC scheools ét the regimentel level is not sufflciently
rroductive from the stzndroint of leadership to Justify 1lts
cperation. This dces not obviete the need for formgl schools
et regimentazl level to teach certein technieal subjects.
Téchnical training is an integral vart of a leader's train-
ing but is not considered to be as difficult to develop as
the entsngibles.

The NCO caste must be esteblished end exercised by the
officer corvs. These procedures must be reccgnized by the
officers at higher echelons &nd enforced by them. The junior
officér must be ceriticized, not for mere failufe of his unit
if it fells, but for failure to proPérly utilize an NCC when
such 1s the case. Those officers snd NCO's who do not set a
prover examrle efter being instruected must be eliminated fpom
the service. “

Research has indicated thet there is no one solution to
the prroblem of developing 1ead€rship within the regimeﬁt. The
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elaborate school system of the French has not proéuced what
they sought; while, on the other hand, the British who have
no system of schooling at all for leadership appear to heve
‘achieved better results. The Amerlcan Army has tried both
methods and finds itself between both extremes. The writer
concludes that ﬁhe optimum snswer lies in an adaptatlon of
the British Army and U.S. Marine Corps systems. This means
a higher degree of dependence upon the NCO, elevating his
rosition so that it becomes desirable to attain hies status
without considering only the finasnclal side. He must be
used more in the role of & primary 1eader.and instructor
and not as &2 moutbpiece.for the officer. This can be
achieved by placing the responsibility upon the officers'
corrs of the ermy. The officer must conduct himself at all
times so that he is & man to emulate by &ll of his
.‘subordinatés and especislly the NCOs. Officers at higher
levels should began the practice of evaluating or rating
officers by the quality of the NCOs under their command and
the manner in which they handle them. Noncommlssioned
officers end protential noncommlssioned officers ghould be
allowed to condﬁct more end more &f the training of their units.
They shpuld be forced to operate without supervisién fbr
extended periods of time in order to develop within them-
selves the traits desirable for 1eaders; This will ensble the
commander td evaluate the junior lesders End'to lend his
counsel to those who need 1t &nd to eliminate those who

cannot measure up.
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