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MCI Course 8105 i Course Introduction 

LEADERSHIP CREDO (8105) 

Course Introduction 
   

Scope “No man is a leader until his appointment is ratified in the minds 
and hearts of his men.” 
    The Infantry Journal, 1948 

 
“Leadership is the art of getting things done through people.” 
 

     General A. M. Gray 
     29th Commandant of the Marine Corps 
 
This course examines the challenges faced by leadership in both peace 
and war, the qualities needed for successful leadership, and leadership 
techniques. 
 
Leadership is the defining quality of Marine SNCOs and officers.  
Good leadership inspires and motivates Marines to accomplish the 
mission.   

 
Emphasis on 
Will 

Leaders inspire others to take action.  To provide inspiration, the leader must 
affect the Marine positively.  To do this, the leader must first understand the 
factors that determine a Marine’s will to fight. 
 
These factors include fear, courage, stress, and a shared sense of mission.  
Although these qualities are intangible, they often determine the outcome of 
combat. 

  
Motivating 
Marines 

The best leaders can motivate Marines to perform actions they wouldn't 
ordinarily perform.  Anyone can be put in charge of a group of Marines and 
lead them to the chow hall. 
 
However, it is not as simple to motivate a Marine unit to continue fighting 
during difficult circumstances against a determined enemy.  Such a challenge 
requires effective leadership. 

Continued on next page 
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Course Introduction, Continued 

 
Leadership as 
an Art 

Like tactical decision making, leadership is an art based in part on character 
and in part on competence.  When faced with a tactical situation, a leader has 
no time to consult a textbook to find out what to do.  Instead, he meets the 
challenge by using sound reasoning and good judgment to develop unique 
solutions appropriate to the situation. 
 
Equally challenging is his task of leading a group of unique individuals to 
accomplish a mission.  Since both tactical and leadership challenges are 
unique, an effective leader appreciates each situation individually. 

 
Learning 
Objectives 

After completing this course, you should be able to 
 
�� Identify strategies for controlling and reducing combat stress in your 

Marines. 
 
�� Define friction and provide examples of two types. 
 
�� Describe your primary peacetime mission as a Marine leader. 
 
�� Explain the importance of the seven primary character traits of a 

successful Marine leader. 
 
�� Describe negative leadership traits that detract from the primary mission. 
 
�� Identify obstacles to peacetime training. 
 
�� Describe the importance of unit cohesion. 

Continued on next page 
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Course Introduction, Continued 

  
In This Course The following chapters are contained in this course. 

 
 

Chapter Title Page 
-- Course Introduction i 
1 Challenge of Leadership in Combat 1-1 
2 Challenge of Leadership in Peacetime 2-1 
3 Essentials of Leadership 3-1 
4 Knowing your Marines 4-1 
-- Review Exercise R-1 

  
The Final 
Exam 

Unlike most MCI courses, the final exam for this course contains essay 
questions.  The questions are fashioned like the questions in the Review 
Exercise. 
 
You will be required to provide complete written responses to the questions.  
The exam is not open book. 
 
Because this course is part of a professional military education (PME) 
program, you must attain a score of 75 percent or higher to pass the course. 
 
Your test proctor will grade the exam and complete the grade form.  You 
must return the grade form to MCI to get the appropriate credit and grade on 
record. 

  
Estimated 
Study Time 

You will need about 6 hours and 30 minutes to complete this course.  This 
includes the time you will need to study the text, complete the exercise, and 
complete the essay. 

  
Reserve 
Retirement 
Credits 

You earn two retirement credit for completing this course.  You earn reserve 
retirement credits at the rate of one credit for each 3 hours of estimated study 
time. 
 
Note:   Reserve retirement credits are not awarded for the MCI study you 

do during drill periods if awarded credits for drill attendance. 

 

Continued on next page 



MCI Course 8105 iv Course Introduction 

Course Introduction, Continued 

 
Summary The table below summarizes all-important “gateways” needed to successfully 

complete this course. 
 

Step When you Then you will For more 
information 

1 Enroll in the 
program 

Receive your program 
material 

Refer to the 
Program Guide 

2 Complete the self-
paced text 

Arrange to take the 
final examination 

Refer to the 
Program Guide 

3 Pass the final 
examination 

Receive a course 
completion certificate 

Refer to the 
Program Guide 

  
Estimated 
Study Time 

You will need about 4 hours and 30 minutes to complete this course.  This 
includes the time you will need to study the text, complete the exercise, and 
complete the essay. 
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CHAPTER ONE 

CHALLENGE OF LEADERSHIP IN COMBAT 

Introduction 

  
Estimated 
Study Time 

50 minutes 

  
Scope This chapter will take a look at challenges Marines may have to face during 

combat situations.  It addresses such areas as the will to fight and the frictions 
of war.   

  
Learning 
Objectives 

After completing this chapter, you should be able to 
 
�� Identify factors that influence a Marine’s will to fight. 
 
�� Identify the force that makes the apparently easy become difficult. 
 
�� Identify two sources of friction. 

  
In This 
Chapter 

This chapter contains the following topics: 

 
Topic See Page 

Introduction 1-1 
Marine Corps Legacy 1-2 
Leadership Challenges 1-3 
Will to Fight 1-5 
Friction of War 1-13 
Appendix A A-1 
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Marine Corps Legacy 

  
Operating 
Forces 

As the nation’s expeditionary force in readiness, the Marine Corps stands 
ready to carry out a variety of missions.  Deployed around the world, Marine 
units must be ready on a moment’s notice to meet any threat to national 
security. 
 
Marines may be called on to protect American lives, support friendly 
governments, retaliate against enemies, or undertake other special operations.  
As the nation’s premier amphibious force, Marine units also stand ready to 
conduct amphibious operations in support of land or naval campaigns. 

  
Legacy of 
Success 

The Marine Corps has a long legacy of success in battle.  To the small unit 
leader, these missions usually translate into winning in battle.  
  
Since the birth of this nation, Marines have fought successfully around the 
globe in every major conflict in which the United States has participated.  
Today’s Marines are rightfully proud of the accomplishments of those who 
wore the eagle, globe, and anchor before them. 

  
Legacy of 
Leadership 

The cornerstone of success has been leadership.  Leadership by Marines who, 
in combat, refused to bend to the will of the enemy.  This legacy of 
leadership—of getting things done through people—is now your mission. 

  
Keep Mission 
Focus 

You must think rationally, make good decisions, and inspire your Marines to 
renew their efforts.  You must keep yourself and your Marines’ mission 
focused.  Furthermore, you must do all this despite a clever, cunning, active 
enemy who is constantly devising and implementing ways to kill you and the 
Marines you lead. 
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Leadership Challenges 

   
Challenges You will face tremendous challenges as a combat leader.  Some of your 

Marines will freeze, cower, or panic under fire.  Horrible wounds and the 
deaths of friends and fellow Marines could become overwhelming. 
 
The entire unit may suffer unimaginable hardships from heat, cold, thirst, 
hunger, or fatigue.  The props of civilized life may be stripped away, and you 
and your Marines will be fiercely bent on surviving. 
 
The following quotes illustrate individual challenges that you as a leader will 
have to deal with in combat conditions. 

  
First Hand 
Accounts 

“. . . In that moment, so close to death, I was seized by a rush of terror 
so powerful that I felt my mind was cracking.  Trapped by the weight of 
earth, I began to howl like a madman.  The memory of that moment 
terrifies me still.  The sense that one has been buried alive is horrible 
beyond the powers of ordinary language.  Dirt had run down my neck 
and into my mouth and eyes, and my whole body was gripped by a 
heavy and astonishingly inert substance which only held me more 
tightly the harder I struggled.  Under my thigh I felt a leg kicking with 
the desperation of a horse between the shafts of a heavy cart.  
Something else was rubbing against my shoulder.  With a sudden jerk, I 
pulled my head free of the dirt and of my helmet, whose strap was 
cutting into my windpipe, nearly strangling me.  Some two feet from my 
face a horrible mask pouring blood was howling like a demon.  My 
body was still entirely trapped. I knew I was either going to die or lose 
my reason.” 

      Guy Sajer 
      The Forgotten Soldier 

   
“Stench of 
Death” 

“For us, combat was a series of changing events characterized by 
confusion, awesome violence, gripping fear, physical stress and fatigue, 
fierce hatred of the enemy, and overwhelming grief over the loss of 
friends.  We endured vile personal filth in a repulsive environment, 
saturated with the stench of death and decay… 

 
…In combat I saw little, knew little, and understood still less about 
anything that occurred outside K 3/5.  We had our hands full fighting 
and trying to survive moment to moment.” 

 
      E. B. Sledge 
      With the Old Breed 

Continued on next page 
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Leadership Challenges, Continued 

   
Two Challenges To achieve success in the face of these challenges, you must study and 

understand them.  You will study two challenges and explore the problems 
they may cause the leader. 
 
�� The will to fight 
�� The friction of war 
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Will to Fight 

   
Test of Will Combat is the supreme test of wills; it is a clash with an enemy who is 

determined to kill you.  The enemy’s will keeps him fighting. 
 
If you defeat the enemy’s will, you can bend the enemy to your will.  In 
combat, this is your central aim. 

 

  
First Hand 
Accounts 

“Prior to the [First] World War, all armies fought in comparatively 
close order.  The psychological reaction of the individual soldier was 
not so decisive since the fighting was done, not by the individual, but by 
the mass, and the mass was held together by drill and discipline.  
Moreover, the psychological impressions of battle were simpler.   . . . In 
modern war, the impressions are much more powerful.  Usually we 
fight against an enemy we cannot see.   . . . We no longer fight in great 
masses, but in small groups, often as individuals.  Therefore, the 
psychological reaction of the individual has become increasingly 
important.  As commanders we must know the probable reaction of the 
individual and the means by which we can influence this reaction.” 
 

Capt Adolf von Schell 
Battle Leadership 

  
Human 
Dimension 

Because war is a clash between opposing human wills, the human 
dimension is central in war.  It is the human dimension, which infuses 
war with its intangible moral factors.  War is shaped by human nature 
and is subject to the complexities, inconsistencies, and peculiarities, 
which characterize human behavior.  Since war is an act of violence 
based on irreconcilable disagreement, it will invariably inflame and be 
shaped by human emotions. 

MCDP 1, Warfighting  

Continued on next page 
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Will to Fight, Continued 

  
Leader’s 
Influence 

To overcome the enemy’s will, you must inspire and maintain a strong will to 
fight in your own troops.  Combat can cause a wide range of human 
responses, from freezing under fire to acts of extraordinary valor and courage.  
The leader must ask, “How will my Marines react to enemy contact?” 
 
You can never be certain because so many intangible factors affect human 
will, such as fear, anguish, esprit, and unit cohesion, to name only a few.  
Furthermore, your Marines’ reactions to combat will vary from man to man 
and from time to time.  Some will fight more bravely in one engagement but 
less in the next.  But one point is certain:  You, the leader, have tremendous 
influence on the fighting spirit of your Marines. 

  
Combat Stress In combat, certain factors and reactions can inhibit a Marine’s will to fight.  

These factors and reactions fall under the category of combat stress.  Factors 
causing combat stress include: 
 
�� Stress 
�� Fear 
�� Panic 
�� Shock 
�� Fatigue 
 
Some reactions are called acute stress reactions because they cause immediate 
loss of performance.  An example of an acute stress reaction is the fear you 
would experience if you suddenly came face-to-face with an enemy tank at 
close range. 
 
Some factors and reactions, called cumulative stress, build stress over time 
and include fatigue, anguish, and repeated exposure to danger. 

  
Prep for Stress We know stress affects performance.  How much combat stress affects your 

unit largely depends on how well you understand it, prepare for it, and 
manage it.  Let’s study each form of stress and how it affects the combat 
performance of your Marines. 

Continued on next page 
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Will to Fight, Continued 

   
Acute Stress  Acute stress is sudden, unexpected, relatively short in duration, and very 

intense.  You experience acute stress when you narrowly avoid an automobile 
accident, argue violently, or compete athletically. 

  
Fear Fear is the most common source of acute stress in combat.  Fear is a reaction 

to danger.  Since combat is inherently dangerous, fear is universal among men 
in battle.  This makes fear not a sign of cowardice but a part of combat. 
 
Humans instinctively want to survive, and combat threatens them with death.  
Fear of injury, fear of pain, and fear of being permanently disabled are normal 
in the combat situation.  As men see other men being killed and injured in 
combat, their fears become intense; they know the same can happen to them 
at any moment. 

 
Fear of the 
Unknown 

The unknown is a great source of fear.  Think of your own experiences with 
the unknown.  For example, think back to a training exercise in a night time 
defensive position. 
 
Recall that at night you became particularly sensitive to sounds, your mind 
created images, and you tended to “see” things that weren’t really there.  In 
combat, such experiences can cause great anxiety and fear, particularly if you 
know or suspect the enemy is probing your unit’s positions. 

  
Perception and 
Fear 

Obviously, certain weapons cause a lot of fear.  The amount of fear usually 
depends on what the Marine perceives he can do about it. 
 
For example, being mortared or bombed may raise great fear in an 
infantryman because he usually cannot respond directly to the source of the 
fire.  Mines and boobytraps can have the same effect.  On the other hand, the 
infantryman may deal better with fear caused by receiving enemy small arms 
fire because he can usually fire back. 

Continued on next page 
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Will to Fight, Continued 

  
Irrational Fears Some weapons may cause great fear despite being less dangerous than others.  

For example, in World War II, the German Stuka dive-bomber sometimes 
instigated panic in ground troops, not because it was particularly dangerous 
but because it was fitted with a siren that made it especially unnerving. 

  
Reactions From 
Fear 

Fear causes both physiological and emotional reactions.  Physiological 
reactions include trembling hands, nausea, perspiration, and increased 
breathing and heart rate. 
 
These reactions are not necessarily bad.  If effectively controlled, they help 
the body prepare for danger.  In fact, controlled fear increases your ability to 
react to physical threats and survive them. 

  
Uncontrolled 
Fear: Panic 

Panic is a sudden burst of emotion that results in flight.  It is particularly 
dangerous to a unit because it spreads rapidly.  After studying incidents of 
panic during World War II, S.L.A. Marshall noted two distinct steps in a unit 
that panics. 
 
First, some friendly action, such as the unexpected withdrawal of an adjacent 
unit, was misunderstood.  Soldiers watching the adjacent unit withdraw 
panicked because they feared they would be isolated and surrounded by the 
enemy.  This in turn caused panic to spread quickly and the entire unit fled. 

  
Panic and 
Ineffective 
Weapons 

Panic may also result if your weapons prove ineffective against the enemy.  
For example, consider the elements of the first U.S. unit to fight in Korea in 
1950, Task Force Smith. 
 
They panicked in their first battle when their World War II bazookas failed to 
stop North Korean T-34 tanks.  History suggests it is almost certain some of 
our current weapons will also prove ineffective against some enemies. 

Continued on next page 
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Will to Fight, Continued 

 
Panic and 
Maneuver 
Warfare 

Panic usually begins in the rear and moves forward.  This is why maneuver 
warfare tactics stress getting into the enemy’s rear. 
 
But you must remember that a capable enemy will be trying to do the same to 
you, and sometimes he will succeed.  Your Marines may tend to panic when 
they feel cut off, isolated, or encircled. 

  
Shock Shock or freezing under fire is the most common reaction to uncontrolled 

fear.  You may observe Marines who completely lose the ability to act when 
they suddenly find themselves in danger and overcome by fear. 
 
Some will cower in their fighting holes or sleeping bags, unable to fight no 
matter the circumstances.  Others will have the will to fight but find 
themselves physically exhausted and unable to move to fire a weapon.  One 
soldier observed the following at Omaha Beach on June 6, 1944: 
 

“They sat there dumbly in the line of fire, their minds blanked out, their 
fingers too nervous to hold a weapon.” 

 
     S.L.A. Marshall 
     Men Against Fire 

  
Source of 
Courage 

Any of these reactions may be temporary, lasting only as long as the danger is 
present, or the reaction may incapacitate a man indefinitely. 
 
However, fear can also be a source of courage.  The fear of letting his 
comrades down is common in men who are about to enter battle for the first 
time, particularly in cohesive tightly knit units.  Marshall noted the following 
in Men Against Fire: 
 

“When fire sweeps the field, nothing keeps a man from running, except 
a sense of honor, the bound obligation to the people right around him, 
of fear of failure in their sight, which might eternally disgrace him.” 

Continued on next page 
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Will to Fight, Continued 

 
Overcoming 
Fear 

Fear is a powerful force in battle.  It is common to all men, but rarely 
discussed and understood. 
 
You will feel it yourself.  Instead of denying fear, you need to think about it, 
plan for it, and learn how to lead yourself and your Marines to act in spite of 
it. 

  
Stress-Related 
Casualties 

Marines are well acquainted with cumulative stress caused by work deadlines, 
working long hours, frequent inspections, and tough and physically 
demanding training.  Marine families suffer added stress from frequent 
deployments and the unpredictability of family contingencies. 
 
However, the cumulative effects of combat stress are the greatest of all.  In 
World War II, nearly 25 percent of all casualties were related to stress.  In 
some units, stress casualties were equal to or greater than those from death 
and injury.  

  
Modern 
Technology 

In view of how deadly modern weapons are and the complex and technical 
nature anticipated for future warfare, some predict increased psychological 
casualties.  General Sir John Hackett noted: 
 

...The pressures of noise, of weariness, of insecurity lower the threshold 
a man's resistance to fear.  All of these sources of stress can be found in 
battle, and others too--hunger, thirst, pain, excess of heat or cold and so 
on.  Fear in war finds victims fattened for the sacrifice. 

  
Stress in the 
Extreme 

Early combat experience usually builds confidence and “steels” a man for 
future combat.  However, this is true only to a point.  As stress mounts with 
each new enemy contact, a Marine’s performance suffers and adverse 
reactions begin. 
 
Some men develop fatalistic attitudes, joking about death, believing it’s only 
a matter of time before their number comes up.  They may throw caution to 
the wind and behave irrationally in the face of fire.  Others may experience 
great internal conflict as stress builds and they try to overcome their loss of 
courage. 

Continued on next page 
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Will to Fight, Continued 

  
Stress Related 
Suicide 

Such men may deliberately seek death as the only honorable escape from 
their predicament.  Others may take their own lives.  During the six-hour 
aerial bombardment prior to Operation Goodwood, the 1944 Allied breakout 
from a Normandy beachhead, at least 25 German soldiers committed suicide. 

  
Stress Breaking 
Point 

Today, it is generally accepted that all men have a breaking point. 
 

“There is no doubt that troops, however well-led, can only take the 
stress of battle for so long--then they break.  Any commander, at any 
level, who tries to overdraw the account is courting disaster.   . . . the 
mental and the physical constantly interact.  Therefore, physical fatigue, 
hunger, disease, thirst, and above all, the stress of adverse climatic 
conditions, can reduce the physical state of the soldier to such an extent 
that his will to fight is broken.” 

 
     Maj Gen T. S. Hart 
     Determination in Battle 

  
Breaking Point Identifying each man’s breaking point is difficult, if not impossible.  Some 

men draw from a deep well of courage, while others break early from the 
anxiety of entering combat for the first time.  Rest and encouragement can 
replenish the will only to a certain degree. 
 
While most of your Marines will never reach their breaking point, some will.  
Depending on the severity of the breakdown, their incapacity may be short or 
long term.  Many psychiatric casualties are reversible if they receive prompt 
treatment as close to the front as possible.  But some severe cases require 
long-term treatment in rear area medical facilities.  A few never recover. 

  
Recognizing 
Stress 

Over time, the cumulative effects of anxiety, anger, anguish, fatigue, 
boredom, and repeated exposure to danger reduces combat effectiveness in 
almost all men.  As you lead Marines in prolonged combat, watch carefully 
for signs of stress-related breakdown and treat quickly.  Stress casualties can 
be just as debilitating as those caused by death or physical injury. 

Continued on next page 
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Will to Fight, Continued 

  
Summary Many factors determine a Marine’s will to fight.  Combat factors, such as 

fear, stress, and fatigue, affect each Marine differently.  Since it is impossible 
to predict or measure the impact these combat factors will have on your men, 
you as a Marine leader must do the best you can to prepare yourself and your 
men. 
 
Study and learn human behavior in combat and use your own actions and 
example to positively affect your men’s will to fight.  You are the most 
important factor keeping your Marines fighting. 
 

". . . It is my belief that no one can give a prescription for a correct 
application of the principle of psychology in war.  The only thing of 
which we are certain is this:  the psychology of the soldier is always 
important.  No commander lacking in this inner knowledge of his men 
can accomplish great things." 
 
    Captain Adolf von Schell 
    Battle Leadership 
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Friction of War 

  
Definition Friction is the force that makes the apparently easy so difficult.  Friction 

inhibits effective performance. 
 
When a plan fails because the trucks do not arrive or the linkup unit gets lost, 
this is friction.  Friction is not a difficult concept to understand because you 
can see it daily during both peace and war. 

  
Football 
Analogy 

To illustrate, let’s consider how friction applies to football.  From an 
offensive team’s perspective, every play should score a touchdown. 
 
Obviously, this does not happen.  Why not?  Linemen miss blocks, receivers 
drop passes, and the defense blitzes when and where you least expect.  
Without friction, football would be a dull game. 

  
First Hand 
Accounts 

“So portrayed, war appears a simple enterprise.  But in practice, 
because of the countless factors that impinge upon it, the conduct of 
war becomes extremely difficult.” 

                MCDP 1, Warfighting  
 

“Everything in war is simple, but the simplest thing is difficult.  The 
difficulties accumulate and end by producing a kind of friction that is 
inconceivable unless one has experienced war.” 

 
 Friction is the only concept . . . that distinguish(es) real war from war on paper. 
 
      Carl von Clausewitz 
      On War 

  
Opposing Wills It is impossible to fully appreciate friction in combat until you have 

experienced it.  Enormous friction is generated simply by the fact that combat 
is uniquely dangerous and the reality is that the enemy is trying to kill you.  
The very essence of war, a clash between opposed wills, creates friction. 
 
The enemy is not an inanimate object but an independent and active force that 
seeks to resist your will and impose his own will on you.  This dynamic 
interplay between the enemy’s will and yours makes war difficult, complex, 
and full of friction. 

Continued on next page 
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Friction of War, Continued 

   
Sources of 
Friction 

Friction comes from both external and self-imposed sources.  External 
friction is imposed by factors such as enemy action, the terrain, the weather, 
or mere chance.  Self-imposed friction includes factors such as a lack of a 
clearly defined goal, a lack of coordination, and unclear or complicated plans. 
 
It is important to keep in mind that friction, from any source, has a way of 
sneaking up on you, despite awareness and planning.  Countless minor 
incidents, the kind you can never really foresee, can combine to create 
friction, causing you to fall short of your goals. 

  
Minimizing 
Friction 

For a combat leader, friction has two important implications.  The Marine 
Corps’ warfighting doctrine teaches that while you should try to minimize 
self-induced friction, the greater requirement is to “fight effectively within the 
medium of friction.”  This means, accept friction as part of combat and fight 
effectively despite it. 
 
Overcoming friction requires will.  Learn to prevail through your persistent 
strength of mind and spirit.  It helps to remember that friction affects both you 
and your enemy in combat.  So while you strive to overcome the effects of 
friction, you must attempt to raise your enemy’s friction to a level that 
destroys his will and ability to fight. 

   
Subordinate 
Control 

If you can operate at a higher tempo than your enemy, despite friction, you 
will be victorious.  To generate and maintain a high tempo within an 
environment of friction, you must control subordinates by using mission 
orders. 
 
Sometimes, you will see leaders use detailed orders to closely control 
subordinates in an effort to eliminate friction (focus inward) rather than take 
friction in stride.  Historically, however, this has seldom worked. 

Continued on next page 
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Friction of War, Continued 

  
Mission Focus In the face of friction, your most important challenge is to maintain focus on 

your mission.  Friction generates constant and urgent pressure to lay your 
mission aside.  Casualties demand your immediate attention. Communications 
break down.  The neighboring unit you were told would attack has not done 
so.  Your key subordinate leader has just been killed.   
 
All these distractions and more will press upon you, forcing you to lay aside 
the mission.  This challenges your strength of will.  You must be strong 
enough to keep yourself and your unit focused on the mission, despite 
pressure to do otherwise. 

  
Leader’s  Will Consider how this discussion relates to the first challenge covered in this 

chapter—the will to fight.  In an effort to keep your unit fighting and focused 
on its mission, your own will—the will of the leader—is the single most 
important factor. 
 
Being a leader requires great strength of will.  Marines sense their leader’s 
strength of will.  If your will is weak, your Marines will yield easily to fear 
and stress; if your will is strong, it will instill and strengthen courage and 
determination in your men. 

Continued on next page 
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Friction of War, Continued 

   
Example of 
Exceptional 
Leadership 

Capt Robert H. Barrow, Commanding Officer, Company A, 1st Battalion, 1st 
Marines, provides a powerful picture of strength of will in combat.  In Battle 
at Best, S.L.A.. Marshall describes Barrow’s exceptional leadership during 
the 1st Marine Division’s legendary march to the sea from the Chosin 
Reservoir in December, 1950: 
 

At dark on 8 December, the snowfall ceased and the cold intensified.  
Down along the canyon road near the water gate, a brisk wind was piling the 
drifts as high as a man’s head. 

At the Battalion CP, which was partly sheltered by the canyon wall, the 
thermometer read thirty degrees below zero.  Up on the windswept crags 
where Able Company was clearing Chinese dead from the bunkers to make 
room for its own ranks, and at the same time preparing to evacuate its own 
casualties down the iced slopes of the mountain, it must have been a touch 
colder than that, though there was no reading of the temperature. 

All batteries had frozen.  Weapons were stiffening.  The camp long since 
had run out of water because of the freezing of canteens.  To ease their thirst, 
the men ate snow and seemed to thrive on it. 

But of the many problems raised by the weather, the most severe one was 
getting an average man to observe what the field manuals so easily described 
as a common sense precaution. 

For example, prior to marching from Chinhung-ni, Captain Barrow of 
Able had made certain that each of his men carried two spare pair of socks.  
But that safeguard did not of itself insure his force, through the men, with 
feet sweated from the labors of the day, were all at the point of becoming 
frostbite casualties by the hour of bivouac. 

 
Borrow continues, I learned that night that only leadership will save men 
under winter conditions.  It’s easy to say that men should change socks; 
getting it done is another matter.  Bootlaces become iced over during 
prolonged engagements in snowdrifts.  It’s a fight to get a boot off the foot.  
When a man removes his gloves to struggle with the laces, it seems to him 
that his hands are freezing.  His impulse is all against it.  So I found it 
necessary to do this by order, staying with the individual until they had 
changed, then making them get up and move about to restore the circulation. 

 
That process, simple in the telling, consumed hours.  By the time 
Barrow was satisfied that his command was relatively snug, it was 
wearing on toward midnight.  Right then, his perimeter was hit by a 
counterattack, an enemy force in platoon-strength-plus striking along 
the same ridgeline from Hill 1081 in approximately the same 
formation, which Barrow had used during the afternoon. 
 
All that needs be told about this mall action is summed up in 
Barrow’s brief radio report to (Lieutenant Colonel) Schmuck,  “They 
hit us.  We killed them all—all that we could see.  We have counted 
eighteen fresh bodies just outside our lines.” 
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Readings 

  
Articles �� Brown, Gary E., Capt, USMC “Trust:  The Cornerstone of Leadership.” 

Marine Corps Gazette, Sept 1995:  12.  Mr. Wehrle ask the questions, is it 
possible to teach combat stress without combat tested veterans?  If it were, 
can a Marine actually get the same “gut feeling” as someone in combat? 

 
�� Alexander, Joseph H., Col, USMC. Combat Leadership at Iwo Jima. 

Marine Corps Gazette, Oct 1994:  23.  Colonel Alexander seems to stress 
the training conducted prior to the assault of Iwo in detail.  Do you believe 
that this kind of training could still pay dividends in future wars? 

 
Note:   All articles reproduced courtesy of the Marine Corps Gazette. 
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The Marine Corps' exemplary record 
of battlefield success is rooted in a long 
tradition of superb combat leadership, 
particularly at the small unit level. The 
extraordinary quality of combat 
leadership demonstrated by Marines, 
that can be traced to World War I and 
that endures to the present, is related 
directly to the Corps' unique policy of 
providing a common foundation of 
fighting skills for every Marine 
regardless of occupational specialty. 
This common foundation ensures a 
single-minded organizational focus by 
stressing the mastery of basic infantry 
combat skills and tactics. 

One aspect of this foundation is 
preparing leaders to deal, on a personal 
level, with the inevitable psychological 
and emotional trauma of combat. This 
aspect of combat preparation, except 
for a number of selections on the 
Commandant’s Reading List, has been 
left largely to individual discretion. 
However, accumulated experience and 
recent insights into the mechanics of 
combat trauma and stress prevention 
may provide the foundation for treating 
this highly sensitive issue explicitly in 
Marine Corps doctrine and training. 

Dr. Clete DiGiovanni, staff 
psychiatrist for Officer Candidates 
School (OCS) and The Basic School 
(TBS), recognized this flaw in Marine 
Corps officer basic training several years 
ago and developed a lecture for 
lieutenants attending the Infantry 
Officer Course that addresses the human 
factors of combat. This lecture has been 
providing a sound introduction to some 
of the mechanics of combat trauma to 
infantry graduates of TBS since 1990; 
but its overall impact suffers from its 
narrowly selected audience and 
underscores the fundamental issue: Is 
there a need for a controlled program of 
combat stress control instruction for all 
Marines, regardless of their military 
occupational specialty? 

Psychological injuries are not limited 
to the infantry combat arm. For 
example, in the Pacific Theater in World 
War II, the overall ratio of 
neuropsychiatric casualties to combat 
wounded evacuees was 1:1. 
Significantly, most of these casualties 
were not from combat units but from 
combat service support (CSS) units in 
rear areas. By 1970-71 during the 
Vietnam War, neuropsychiatric 
casualties became epidemic, accounting 
for over 60 percent of all medical 
evacuees from the theater. During the 
1982 Lebanon crisis, one Israeli armor 
unit suffered one case of battle fatigue 
for every one wounded in a desperate 
night action, and 45 soldiers from a 
combat engineer battalion became stress 
casualties when they were bombed 
accidentally by an Israeli 
fighter-bomber. 

Today a growing body of literature 
offers personal insights into the reality 
of these statistics, and we are only now 
beginning to discover the existence of a 
"silent majority" of combat veterans 
who have secretly endured their own 
personal demons for the majority of 
their adult lives. These accounts are 
opening our minds and hearts to these 
brave souls as never before. 

In his powerful book, Achilles in 
Vietnam (1994), Dr. Jonathan Shay 
compares the effects of combat on 
Homer's Achilles as recorded in The Iliad 
with the effects of combat he has 
observed on many of the Vietnam 
veterans he has worked with over the 
years. Shay's insights are striking, 
powerful, and deeply moving. One 
cannot help but marvel at the similarity 
between the account of the effects of 
prolonged combat on Achilles' character 
and Shay's observations of the seemingly 
identical effects in the lives of Vietnam 
veterans. Shay unmasks the mechanics 
of the trauma experienced by every 

veteran by examining the written record 
contained in the Illiad. 

Stephen Crane bore witness to the 
profound effects of combat stress on a 
young American Civil War soldier in The 
Red Badge of Courage. Has any serious 
student of military history ever 
questioned the validity of the 
assumption that the theme of this book 
has broad application across the entire 
spectrum of combat clashes throughout 
the history of military conflict? 

As severe as the effects of combat 
stress on Civil War participants were, 
they were surpassed in magnitude by 
events throughout World War I. All 
Quiet on the Western Front and Doughboys 
typify the life and death struggle in the 
opposing trenches and the common hell 
in between that both sides referred to as 
"No Man's Land." 

In Caged Dragons, Robert Haney 
describes the memories that came home 
with all who survived the largely 
unimaginable experiences as a Japanese 
prisoner of war. As the publisher 
acknowledges: 

It is the story of one Marine. It is also the 
story of countless young men who left home 
to serve their country on the beaches of the 
Pacific and the battlegrounds of Europe in 
Korea and Vietnam and the deserts of the 
Persian Gulf. 

Does the Corps Need  
A Combat Stress Control Program? 

 
by Robert A. “Andy” Wehrle 

 
 

Combat stress is an often ignored but important topic that all Marines should be made aware of.  
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Although Haney relived his 
experience throughout every day and 
every night for over 40 years, he was 
unable to openly confront his 
personal devils until he forced 
himself to unlock them from the 
prison of his deepest memories. Even 
today he is unable to bring himself to 
discuss them, not even with a 
member of his own family. Professor 
Eugene B. Sledge, a World War II 
Marine mortarman, waited nearly as 
long before summoning the courage 
to describe the naked terror of every 
man who participated in the conquest 
of Peleliu. 
Society's lack of awareness of the 

immense personal toll associated with 
combat trauma is nurtured and sustained 
by the common fact that most combat 
veterans deliberately hide their combat 
stress symptoms for personal reasons 
the stoic ideal. The unfortunate side 
effect is that society-at-large simply does 
not understand the magnitude of the 
problem. 

Dr. Jonathan Shay in discussions 
with the author suggested the following: 

 

The stoic ideal of suffering in silence is a 
complex ideal. One aspect of it reflects the 
truth that civilians do not want to hear the 
truth about war and probably cannot hear it 
without being spiritually injured. Silence 
protects loved ones. Stoic silence also often 
reflects the ideal of patriotic loyalty. Many 
in the World War II generation find it 
extremely hard to see anything honorable or 
patriotic in those Vietnam veterans who 
publicly describe what they had witnessed 
and what they had done, which had 
wrecked them personally. 'heir `public 
narratives' were `political,' which to many 
World War II veterans seemed unpatriotic, 
and in the case of officers, went very much 
against the grain of remaining nonpolitical. 
Another aspect of stoic silence is simply the 
ideal, freestanding on its own, of fortitude 
and avoidance of the vice of 
self-indulgence. [Finally and most 
importantly] . . . to the best of my 
knowledge, healing from the spiritual and 
psychological wounds of war happens only 
in community. 

 

So as we become increasingly 
exposed to the knowledge that combat 
trauma is an integral though preventable 
aspect of combat, we must ask: "What 
are we doing to prevent it?" 

The U.S. Army has initiated a 
deliberate attempt to prepare their 

combat leaders for controlling combat 
stress. On 29 September 1994, the 
Secretary of the Army published FM 
22-51, Leaders' Manual for Combat Stress 
Control. The Army initiated this stress 
control program to ensure that all senior 
noncommissioned officers and 
company-grade officers know what to 
do about battle fatigue (how to identify 
it, treat it, and prevent it). 

While FM 22-51 places primary 
emphasis on combat stress control, 
experience during recent peacetime 
catastrophic events has clearly 
demonstrated the value of crisis stress 
control for servicemen, their families, 
and civilians caught in the turmoil of 
peacetime operations. 

Catastrophic peacetime events such 
as the terrorist related in flight bombing 
and crash of an airliner at Gander, 
Newfoundland, while returning one 
third of an Army battalion from the 
Sinai peacekeeping mission; the car 
bombings of the American Embassy 
and the Marine Barracks in Beirut; the 
"accidental" Iraqi missile attack on the 
USS Stark; the downing of an Iranian 
airliner by the USS Vincennes; the gun 
turret explosion aboard the USS Iowa; 
disaster relief operations following 
Hurricane Andrew; the Federal office 
building bombing in Oklahoma City, 
and Operation RESTORE HOPE in 
Somalia are prime examples of recent 
events that have required the immediate 
assistance of Army and Navy stress 
control teams. Thus, stress control is 
becoming a significant factor even for 
military personnel engaged in 
operational environments other than 
direct combat. 

If the Marine Corps deploys ground 
and air forces to Bosnia, commanders at 
every level need to be aware that this 
pending commitment may well be one 
of the most severe psychological stress 
tests that Marines have ever 
encountered. One has but to witness the 
special photographic record of the death 
camps in Bosnia currently exhibited at 
the U.S. Holocaust Museum to know 
beyond a doubt that the former 
Yugoslav Republic is capable of 
regressing to a living hell on earth where 
next door neighbors are sworn to kill, 
rape, and destroy one another for 
reasons that are beyond our 

comprehension. This is a situation where 
women and children have been primary 
targets for the most brutal acts known to 
man and where inhuman savagery has 
occurred on a scale incomprehensible to 
young Marines. The situation calls for 
unprecedented, specialized psychological 
preparation. If there is the slightest 
doubt in anyone's mind, they need only 
listen to U.N. peacekeepers who have 
walked the ground. 

Our current body of knowledge is 
beginning to reveal that some U.S. 
veterans have survived multiple combat 
tours without apparent harm physical, 
mental, or emotional but many more 
than previously imagined have not. 
Those who struggle daily to cope with 
post-combat psychological trauma are 
often scorned or ignored by fellow 
veterans and a public that, for the most 
part, regards professional soldiers as 
expendable commodities. This apparent 
dichotomy only serves to highlight the 
issues. What are the psychological 
dynamics of combat stress with which 
every combat participant must deal? 
How are some combat veterans 
apparently able to cope and others not? 
Is there anything that can be done to 
prepare warriors psychologically for the 
mental, emotional, and spiritual shock 
of intense combat? 

In the short term, until such time as 
the Marine Corps has time to evaluate 
FM 22-51 and prepare standard formal 
training syllabuses for senior 
noncommissioned officers and company 
grade officers, one approach to this type 
of combat preparation could be a formal 
seminar inserted into The Basic School 
and Staff Noncommissioned Officer 
Academy's curriculums. The seminar 
would serve the immediate purpose of 
raising the level of awareness of the vital 
necessity for combat stress control at the 
company grade officer and senior 
noncommissioned officer levels. 

Addressing the issue of combat 
trauma at these schools makes sense 
from several perspectives. First, combat 
trauma training at these schools 
contributes to providing the common 
foundation of combat skills alluded to in 
the opening paragraphs of this 
discussion and broadens the narrow 
focus of current efforts. 
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Second, as the author's father, LtCol 
Robert E. Wehrle, USMC(Ret), veteran 
of five combat tours during his 33-year 
career observed, "The one essential 
thing missing [from the Vietnam 
veteran's stories in Dr. Shay's book] 
seems to be small unit leadership." 
Second, staff noncommissioned officers 
and lieutenants earn their pay according 
to the extent that they provide effective 
small unit leadership. Providing them 
with preventive combat trauma training 
is as fundamental to their leadership 
training as are the skills associated with 
land navigation, fire support 
coordination, machinegun employment, 
and all of the other basic fighting skills 
necessary to lead Marines during military 
operations. 

One approach for this training could 
be a 2-day seminar built around properly 
vetted, volunteer, combat veterans, who 
have been prepared by a reading and 
supervised discussion of FM 22-15 and 
selected excerpts from an appropriate 
reading list, such as the one shown in 
the previous article. Using combat 
veteran seminar leaders provides novice 
leaders with direct access to authentic 
experience as well as the opportunity for 
these same combat veterans to 
contribute once again to the 
brotherhood-of-arms to which they are 
bonded for life. If properly constituted, 
the seminar would serve as a meaningful 
learning experience for the future 
leaders of our Corps. The seminar could 
be capped with a lecture by a well 
known and prominent combat veteran 
with a final question and answer session 
at which all participating combat 
veterans are available to field questions. 

In the long term, the Marine Corps 
should consider the efficacy of 
incorporating the training principles set 
forth in FM 22-51 in a Corps-wide 
training, curriculum. In the meantime, 
this article proposes just one of several 
possible approaches to this vital aspect 
of training. What matters ultimately is 
that ideas for preventing combat trauma 
make their way into training for all 
Marines as soon as possible. 

We owe this effort to those who 
struggle daily with the painful legacy of 
combat trauma. We owe it to those who 
prepare today to go in harm's way. And 
we owe it to the families the mothers  

and fathers, brothers and sisters, wives 
and children to whom these future 
heroes will return. 

USMC 
 

Mr. Wehrle, a senior systems analyst with 
TRW, is a Naval Academy graduate and former 
Marine. He commanded Co B, 1st Bn, 7th Mar 
in 1978-79. Mr. Wehrle gratefully acknowledges 
the assistance of Col Bruce Ogden, USMC(Ret), 
Dr. Jonathan Shay, Dr. Clete DiGiovanni, Ms. 
Shannah Whitney, Mr. Bill Fant, and his father, 
LtCol Robert E. Wehrle, USMC(Ret), in the 
preparation of this article. 
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Combat Leadership at Iwo Jima 
 

by Col Joseph H. Alexander USMC(Ret) 
 

"In the last and final analysis, it is the guy with the rifle and machinegun who wins and pays 
the penalty to preserve our liberty... My hat is off to the Marines. I think my feelings about 

them is best expressed by MajGen Julian Smith. In a letter to his wife after Tarawa he said: 
`I never again can see a United States Marine without experiencing a feeling of reverence.’”  
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The battle of Iwo Jima occupies a 

meaningful niche in the heritage of 
our Nation and our Corps. Marines of 
subsequent generations, accustomed 
to limited wars and restrictive rules of 
engagement, may find it hard to 
imagine the battle's sheer size and fury 
The raw dimensions are staggering: 3 
Marine divisions assaulting a densely 
fortified island from the sea; 36 days 
of savage, point blank fighting that 
won a great victory but cost the V 
Amphibious Corps nearly 28,000 
casualties (all Services, including battle 
fatigue), the bloodiest battle in Marine 
Corps history. 

Iwo Jima proved so costly to the 
Marines because the Japanese devised 
a disciplined defensive plan that 
maximized the island's formidable 
terrain and soft interior rock. Seizing 
"Sulphur Island" would demand every 
bit of experience gained by American 
amphibious forces in the 30 months 
since the initial landings at 
Guadalcanal and Tulagi. 

While the colorful LtGen Holland 
M. Smith is widely known for his role 
as the senior Marine at Iwo, the real 
workhorse was the commander of the 
V Amphibious Corps, Maj Gen Harry 
Schmidt. Schmidt had commanded 
that corps effectively in the seizure of 
Tinian the previous summer. At Iwo 
Jima, Schmidt would have the honor 
of commanding the largest landing 
force of Marines ever committed to a 
single battle. 

Schmidt was fortunate to have 
three veterans of the heaviest fighting 
of World War I commanding his 
divisions: Maj Gen Graves B. Erskine 
(commanding general, 3d Marine 
Division), Silver Star, two Purple 
Hearts, with the 6th Marines; MajGen 
Clifton B. Cates (commanding general, 

4th Marine Division), Navy Cross, two 
Silver Stars, two Purple Hearts, with 
the 6th Marines; and Maj Gen Keller 
E. Rockey (commanding general, 5th 
Marine Division), Navy Cross with the 
5th Marines. Their collective 
experience would prove invaluable 
during the prolonged battle of attrition 
at Iwo Jima, which often resembled 
the bloodbaths of the earlier war. Iwo 
would see the kind of fighting 
characterized by one Marine officer as 
"throwing human flesh against 
reinforced concrete." 

To the extent humanly possible, 
the men in the ranks of the assault 
divisions had the right mix of training 
and I am to undertake this daunting 
task. The 3d and 4th Marine Divisions 
were recent veterans of the Marianas 
campaign in which they virtually 
annihilated the Japanese 31st Army. 
The newly organized 5th Marine 
Division would be facing combat for 
the first time, but a good third of its 
members were veterans, including 
many former Raiders and Para-
Marines. 

Gen Schmidt's divisions 
emphasized small-unit action during 
work-up training for Iwo Jima, a good 
investment in view of the localized 
fighting to follow. Capt Fred E. 
Haynes, assistant operations officer of 
the 28th Marines, believed his 
regiments' preassault training paid off 
in spades: 

First, we ran all 81 rifle squads 
through a live-fire assault course 
twice. Then, knowing we had to 
cut Iwo in two on D-day on the 
left flank, we found volcanic 
terrain on Hawaii similar to 
Mount Suribachi and practiced 
moving from the beach to our 
assigned positions. We even 
marked out control lines with 

white tennis-court tape. Every 
man knew what to do. 

Capt Thomas M. Fields, commanding 
Company D, 2d Battalion, 26th 
Marines (Company D/2/26,) formed 
and equipped a 15-man assault squad 
of 3 teams. "The basic assault team 
had flamethrowers, bazookas, and 
satchel charges," said Fields. "Each 
man was a rifleman with advanced 
specialty training. Most other Marines 
in the company knew the basics of 
these weapons." This practice was 
widespread and represented a 
significant change from the Tarawa 
assault where a handful of combat, 
engineers had to provide all the 
flamethrower and demo support, and 
the infantry had no rocket launchers 
available. 

Capt David E. Severance, 
commanding Company E/2/28, took 
pains to provide tank-infantry 
orientation for his men. He 
commented: 

They not only learned how to talk 
over the `bustle phone' on the 
rear of the tank, they also took 
turns riding in the bow 
machinegunner's seat, using that 
weapon to mark targets for the 
main gun. 

Severance had his men dig foxholes, 
then tested their nerve and validated 
their digging skills by driving tanks 
over the occupied holes. The Marines 
also learned how to retrieve casualties 
in a hot zone by straddling a wounded 
man with a Sherman tank, pulling him 
into the tank through the bottom 
escape hatch. LtCol Robert E. 
Cushman, Jr., commanding 2/9 (and 
future Commandant), also practiced 
this technique, then used it 
successfully on Iwo Jima to rescue 
one of his wounded company 
commanders. 
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Many of the company commanders 

in the 5th Marine Division were 
former Raiders or Para-Marines with 
combat experience in the Solomons 
and Bougainville. Fields and 
Severance were in this category. So 
was Capt Frank C. Caldwell, 
commanding Company F/2/26. All 
three applied their former ParaMarine 
experiences to small-unit training. 
"Our goal was for each Marine to be 
familiar with every weapon the 
company would use in combat," said 
Caldwell. Added Severance, "We 
wanted every man to be ready to 
assume a higher level of responsibility: 
our PFCs were taught how to act as 
squad leaders." The veterans also 
taught basic battlefield survival skills 
to the newcomers. Years later, some 
of Capt Fields' surviving 
noncommissioned officers (NCOs) 
paid him a tribute, saying "you taught 
us everything we needed to know 
about hunting and killing Japanese." 

Other commanders were new to 
war. Capt William T. Ketcham, Jr., 
took command of Company 1/3/24 
in late 1944 after serving as an 
instructor at the Reserve Officers 
Course in Quantico. The 4th Marine 
Division by that time had commenced 
amphibious training in the waters off 
Maui. Ketcham was impressed that 
the Expeditionary Troops 
commander, the legendary "Howlin' 
Mad" Smith, spent so much time 
observing these procedures at the 
lowest levels. "He would come upon 
you and yell if you screwed up or 
didn't know what you were doing." 

Iwo Jima would also be LtCol 
Donn J. Robertson's first fight. He 
had spent much of the war serving 
with a defense battalion in Samoa; 2 
weeks before embarking for Iwo he 
took command of 3/27. Robertson 
immediately scheduled a 4-day field 
firing exercise. His men executed their 
landing plan, crossing an imaginary 
line of departure in assigned boat 
teams while artillery fired overhead 
and close support aircraft made 

nearby strafing runs. Robertson came 
away impressed with his unit's combat 
readiness. 

Most commanders believed they 
were ready for Iwo Jima. "We were a 
well-trained, well-equipped, motivated 
outfit," said Capt Caldwell of his 
Company F. Said Col Robert E. 
Hogaboom, chief of staff of the 3d 
Marine Division, "We were in good 
shape, well trained, and thoroughly 
supported." "Our training was very 
realistic," said Col Robert H. 
Williams, executive officer of the 28th 
Marines, "and I think the entire 5th 
Marine Division was as ready as any 
division could possibly be." Maj' 
Frederick J. Karch, operations officer 
of the 14th Marines, believed that 
"The 4th Marine Division . . . had a 
continuity of veterans that was just 
unbeatable." 

The troops would find their hard 
training quickly validated at Iwo Jima. 
Three things happened on D-day to 
knock assault plans awry. First, the 
beach proved treacherous. The 
combination of high surf, steep slope, 
and poor trafficability in the volcanic 
sand created a bottleneck of stalled 
vehicles and smashed boats along the 
high-water mark. Second, and despite 
these conditions, Gen Schmidt 
continued to land his reserves and 
artillery units, seeking to build full 
combat power ashore before the 
anticipated night counterattack. This 
created incredible congestion along 
the beaches and lower terraces. Third, 
Japanese gunners opened a devastating 
fire throughout the crowded lowlands, 
enjoying open targets and fire 
superiority that they would never again 
experience in the battle. So confused 
were conditions by late afternoon on 
D-day that 1 /28 reported 600 missing 
in action (MIAs) (nearly all would 
resurface in the next 24 hours). Here 
the small unit training paid valuable 
dividends. When Company B/ 1 /28 
lost five of its officers, the staff NCOs 
and NCOs stepped up and kept the 
company moving. The 28th Marines 
cut the island in two in 90 minutes 

with such initiative. On the right flank, 
3/25 lost 22 officers and 500 men the 
first day; junior officers and NCOs 
maintained the frontal assault against 
the face of the Rock Quarry and 
prevailed. 

Among the ranks of the landing 
force on D-day were two Medal of 
Honor Marines from Guadalcanal 
who had voluntarily returned to 
combat. One died on the beachhead: 
the legendary GySgt "Manila John" 
Basilone. The other survived: LtCol 
Robert E. Galer, one of the first 
Marine fighter aces in the war. As 
hectic as that first night ashore on Iwo 
was for Galer, he could readily see the 
progress since the Guadalcanal years. 
"Then it was `can we hold?' Now it's 
`how long before we're done here?'" 

As the battle swung north into the 
teeth of the Japanese defenses, the 
Marines on the ground were 
accompanied by an unprecedented 
wealth of fire support: corps artillery 
(two battalions of 155mm howitzers), 
a fledgling fire support coordination 
center, division artillery, 4.5-inch 
rocket trucks, close air support 
(including a few napalm bombs), and 
some of the best post-landing naval 
gunfire support of the war. But the 
Japanese garrison somehow endured, 
hunkered down in well-prepared 
bunkers and tunnels, waiting for the 
guns to lift and the attack to begin. 
Then it would be the turn of the 
Japanese gunners to take their toll. 
Said LtCol William w. Buchanan, 
assistant operations officer of the 4th 
Division: 

We still didn't have an effective 
way of either destroying or 
neutralizing the defenders in a 
very restrictive area so it fell to 
the thin green line to get in there 
and dig them out in hand-to-hand 
combat. There must be a better 
way. 

Gen Holland Smith, in his "Task 
Force 56 Action Report," best 
summarized the fighting on Iwo: 

There was little possibility for 
tactical initiative .... It was an 
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operation of one phase and one 
tactic. From the time the 
engagement was joined until the 
mission was completed it was a 
matter of frontal assault 
maintained with relentless 
pressure. 

Capt Bill Ketcham found that "all the 
`School Solutions' from Quantico's 
rolling hills were inappropriate. Here it 
was more important to tie in the 
flanks, hug your supporting fires, and 
keep grinding ahead." As LtCol 
Cushman recalled the fighting: 

It was discouraging; after every 
one of our terrific artillery 
barrages you'd hear the damned 
enemy open up their 
machineguns. It was just painful 
slugging with tanks with high 
explosives and flame, and then 
the infantry with their 
flamethrowers and grenades and 
pole charges digging them out. 
Casualties were terrific. 

Cushman also characterized the 
conflict as "a battalion commander's 
battle." The fighting indeed took its 
toll at that echelon and below. Twelve 
infantry battalion commanders were 
wounded, five were killed, and three 
relieved. One of the few to emerge 
unscathed was LtCol Donn 
Robertson of 3/27. All three of his 
company commanders died in action, 
two killed by the same shell. 
Cushman's 2/9 paid a stiff price: 

By the time Iwo Jima was over, I 
had gone through two complete 
sets of platoon commanders, 
lieutenants .... we had such things 
as an artillery forward observer 
commanding a company and 
sergeants commanding the 
platoons, down to half strength 
or less. 

Col Hogaboom released his staff 
secretary to take over a leaderless rifle 
company. 

LtCol Lowell E. English 
commanded 2/21 until the 12th day 
when "a Japanese machinegunner let a 
blast go and I got one through the 
knee." His battalion suffered critical 
losses. "I lost every company 
commander . . . I think I had one 

executive officer left . . . it was pretty 
goddamned rough." Company B / 1 
/28 went through nine company 
commanders in the battle. The billet 
of platoon commander, 2d Platoon, 
Company B, changed hands a dozen 
times. 

Lt Michael E Keleher, USNR, 
assistant regimental surgeon in the 
25th Marines, became 3/25's surgeon 
when their doctor was killed on 
D-day. The battalion commander, 
LtCol Justice M. ("Jumpin' Joe") 
Chambers had already qualified for the 
Medal of Honor by D+3 for leading 
the survivors of 3/25 over the Rock 
Quarry. Then a Japanese Nambu 
gunner put a bullet through his chest. 
Keleher got to him quickly, but the 
wound was critical, the position 
terribly exposed. Somehow they 
snaked Chambers out of the beaten 
zone, down to the beach, back aboard 
ship, saving his life. "I shall always 
wonder why I'm still alive," Keleher 
wrote his wife from the battlefield. 

Fighting conditions on Iwo were 
gruesome. The Marines had never 
faced such a lethal combination of 
mines, heavy artillery, rocket guns, and 
enormous spigot mortars. The 
landscape was surreal, almost lunar. 
The Japanese garrison fought with 
uncommon discipline, for the most 
part eschewing their sacrificial Banzai 
attacks maintaining excellent 
camouflage and stoic patience. Most 
Marines rarely saw a live Japanese. "I 
saw maybe 20," said Capt Caldwell, 
"and most of those were at the bitter 
end of the fighting." Exhaustion 
prevailed. "We learned to sleep fitfully, 
in short snatches," said Capt Ketcham, 
"but I had to constantly yell at my men 
to stay alert, not to make careless 
mistakes because of their fatigue." 
And with every man, fear was a 
constant factor. 

As LtCol Cushman admitted, "I 
always had fear. I hated high 
explosives. Its effects are so terrible." 
Iwo veteran T. Grady Gallant later 
wrote of his squadmates, "They no 
longer expected to survive. Fear was 

not of death, but of mutilation. And 
there was no end to mutilating 
wounds." Others simply expected the 
worst. "I had no illusions," recalled 
LtCol Chambers after reviewing the 
Japanese defenses along the Rock 
Quarry in his assigned sector, "To be 
honest, I liquidated myself and my 
outfit in advance." 

Sometimes dealing with fear was a 
factor of one's preoccupation with 
responsibility. "Much of the time I was 
simply too busy to think about being 
afraid," said Capt Ketcham, "the 
action for us was pretty much 
nonstop." LtCol James P Berkeley, 
executive officer of the 27th Marines, 
shared that view. "When you're 
responsible for something you don't 
have time to be scared," he said. 
Berkeley had been an observer during 
the Allied landings at Salerno in 1943. 
"I was scared to death at Salerno with 
those damned 88s going around my 
head, but at Iwo I was concerned with 
maintaining good communications” 

Combat losses among the landing 
force grew steadily. As early as 23 
February (D+4) the day of the 
Suribachi flag raisings, the V 
Amphibious Corps had already lost 
6,251 men. By 3 March, the date the 
first crippled B-29 landed on Iwo's 
airstrip, the count had reached 13,665. 
And by 16 March, when Gen Holland 
Smith dedicated the cemeteries, 
declared the campaign a success, and 
departed the objective area, the 
casualty toll stood at 19,928. Ten more 
days of savage fighting in the north 
would further spike the count. 

Each division landed with sizable 
replacement drafts in tow. In view of 
the stiff casualty losses, it is doubtful if 
the battle could have been won 
without these replacements, but no 
one seemed happy with the plan. Too 
often the replacements were fed into 
the frontline units as groups of 
individuals, rather than, say, trained 
squads. The new men were strangers 
to each other and their new outfits, 
disoriented, and apprehensive. Gen 
Erskine complained that the 
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replacements joining his 3d Marine 
Division were poorly trained; his 
personnel officer commented that 
"they get killed the day they go into 
battle." LtCol Cushman berated the 
inexperience of his replacements 
during the final days of the fighting, 
reporting that "almost all of the 
infantry were replacements. They 
lacked entirely the will to close with 
the enemy." 

Few other field commanders 
shared Cushman's harsh assessment. 
Most found no lack of fighting spirit 
among the replacements; the troop 
leaders were much more concerned 
that the combination of inexperience 
and disorientation made the 
replacements such initial liabilities. 
The 5th Marine Division reported a 
casualty rate of 55 percent of its 
replacements. Capt Caldwell ordered 
each member of Company F, veteran 
or replacement, to fasten black tape 
around the base of their helmet. "That 
way they at least knew who the hell 
was in their own company" Within the 
4th Marine Division, Capt Ketcham 
tried to orient and integrate Company 
I's newcomers, "but often we didn't 
have time-sometimes we could barely 
write down their names before the 
fight was on." 

Most commanders who survived 
the battle condemn Holland Smith for 
stubbornly refusing Harry Schmidt's 
repeated requests to release the 3d 
Marines from Expeditionary Troops 
reserve. All three of the divisions 
would have welcomed reinforcement 
by one of the full-strength battalions 
of this veteran regimental combat 
team. Smith refused, possibly from the 
perspective of his other hat, 
commanding general, Fleet Marine 
Force, Pacific, knowing how critically 
he would need at least one 
experienced, intact regiment upon 
which to rebuild his shattered forces 
for the forthcoming invasion of 
Kyushu. 

Lacking this perspective, the 
commanders on Iwo could only curse 
Smith when the ships bearing the 3d 

Marines departed for Guam on 5 
March. By that time, each commander 
had to deal with filling leadership 
billets with his few surviving veterans. 
In most cases, combat savvy took 
precedence over normal rank or lineal 
list standings. In the 25th Marines, 
SSgt Alfred I. Thomas took command 
of the half-track platoon when his 
lieutenant fell wounded on D-day and 
stayed in command throughout the 
campaign, earning the Silver Star and a 
battlefield commission in the process. 
In 3/25, Capt James G. Headley, the 
senior company commander and a 
veteran of three previous assault 
landings, took over the battalion when 
LtCol Chambers went down and 
retained command for the remaining 3 
weeks of combat, the only captain to 
command an infantry battalion in the 
battle. Headley earned the Navy Cross 
and a battlefield promotion to major 
(which unfortunately did not stick; 
already half-deaf before Iwo Jima, 
Headley lost almost all of his hearing 
in combat). 

Fatigue and illness took their tolls 
among higher echelon commanders. 
Within the 3d Marine Division, Gen 
Erskine developed pneumonia but 
refused to be evacuated. His chief of 
staff, the competent Col Hogaboom, 
quietly ran the show for several days 
until Erskine could recover his 
strength. Similarly, Col Williams 
unobtrusively called the shots for the 
28th Marines during the period when 
Col Harry "the Horse" Liversedge 
became too sick to function. 

The temporary illnesses of Erskine 
and Liversedge were far different than 
the totally debilitating effects of 
combat fatigue which caused the 
evacuation of 2,648 Marines during 
the battle. This was still a relatively 
new phenomenon for the Marine 
Corps, which categorized these cases 
as "sick" and therefore did not list 
them among battle casualties. Yet they 
were very much casualties of the 
protracted fighting; few, if any, ever 
recovered in rear area field hospitals in 

sufficient condition to return to the 
frontlines. 

Doctor Keleher, 3/25's surgeon 
during the initial phase of the fighting, 
recalled that battle fatigue occurred in 
two different categories. The first was 
more akin to "shell shock." Noting 
that the landing force sustained 99 
cases of battle fatigue on D-day alone, 
Keleher said, "This was attributable to 
the shelling we took on the beaches 
the noise, shock, blast, and sense of 
helplessness." The second form 
occurred as the battle progressed and 
seemed more a function of sleep 
deprivation and bone-weariness. 
Keleher continued we all had battle 
fatigue to a degree; we were numb, 
fatalistic, exhausted, but some men 
simply crossed the line, could no 
longer function in a combat zone. 
Some would even hallucinate at night, 
open fire on imaginary enemy troops, 
exposing our lines and endangering 
our own men. We had to get them out 
of there.  

Capt Fred Haynes recalled 
examples of both kinds of battle 
fatigue: 

One staff officer became so 
terrorized by that Japanese artillery 
barrage along the beach on D-day 
that he would not leave the shelter of 
the first shell crater he found, even 
hours after the barrage stopped. We 
had to evacuate him. 
Much later in the campaign the 28th 
Marines had to relieve a highly 
competent battalion commander 
engaged in the thick of the fighting. 
"He had lost all capacity to lead; he 
was slumped over and crying," 
Haynes said. Liversedge quietly 
replaced the stricken officer with his 
executive officer. 

The company commanders had 
little experience dealing with combat 
fatigue. There was a natural tendency 
at first to suspect malingering. Capt 
Ketcham resorted to slapping one of 
his officers "to break him out of his 
sudden stupor." It didn't work. Capt 
Caldwell was able to save one man at 
the breaking point by reassigning him 
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"20 yards to the rear with the 60mm 
mortar crews just getting him off the 
frontlines seemed to help, and he 
didn't snap." Capt Severance recalled 
having two brothers in his company: 
"one died of wounds early on, the 
other lasted about 2 weeks then got 
the classic symptoms the wide-eyed 
stare, the shakes, uncontrolled crying. 
He had to go." Unlike 
wounded-inaction cases, the company 
commanders rarely saw their battle 
fatigue cases again, rarely learned 
whether they ever recovered. 

The impact of the Marine 
casualties at Iwo Jima is perhaps best 
measured in the ranks of the rifle 
companies. Capt Fields commanded 
Company D/2/26 for the first 8 
days, then served as battalion 
executive officer. The final news 
from Company D broke his heart. 
Every officer and platoon sergeant 
went down; so did the first sergeant. 
At one point, Sgt Hubert J. Faltyn, a 
former Raider, commanded the 
company for 6 days. In the end, only 
17 Marines who landed with Capt 
Fields on D-day remained. 

Capt Severance of Company 
E/2/28 lost 71 killed, 167 wounded, 
21 sick and evacuated. He lost all five 
platoon commanders; a replacement 
lieutenant lasted 15 minutes. "In the 
end I had my first sergeant and my 
company gunnery sergeant; my three 
platoons had been consolidated into 
two, one led by a corporal, the other 
by a PFC." Of the six men from 
Company E who raised the second 
flag on Suribachi on D+4, three died 
and one was wounded in subsequent 
fighting in the north. 

Capt Bill Ketcham's Company 
I/3/24 landed on D-day with 133 
Marines in its 3 rifle platoons. Only 9 
of these men were still standing 
when the 4th Division back loaded 
their ships 26 days later. 

Capt Frank Caldwell's Company 
F/2/26 lost all its platoon 
commanders and 221 men. 
Caldwell's worst day came on 3 
March we had seized Hill 362-B and 

were holding on for dear life. I lost 
20 killed and 25 wounded and 2 
cases of combat fatigue. I lost my 
platoon commander and my first 
sergeant, killed while standing in his 
foxhole taking casualty reports. 

Seizing Iwo Jima enhanced the 
strategic bombing campaign against 
Japan and saved thousands of lives 
among the B-29 crew struggling back 
from their raids over Honshu. Was it 
worth the cost of so many Marines 
and corpsmen, so many proud 
infantry battalions? 

Military historian and Marine 
Officer Ronald H. Spector analyzed 
the casualties of Iwo Jima from a 
different perspective. “Had the war 
gone as expected with an invasion of 
Japan necessary in early 1946," he 
wrote in Eagle Against the Sin, "the 
wholesale sacrifice of three 
well-trained and expert assault 
divisions simply to secure emergency 
landing fields might have loomed as a 
gross strategic error." 

Yet the psychological factor of the 
American victory at Iwo Jima cannot 
be ignored. After Iwo Jima, both sides 
could clearly see the inevitable 
outcome of the final battles to come. 
The Americans had demonstrated a 
mastery of forcible assault from the 
sea the concentration of 
overwhelming combat power, the 
ability to sustain offensive 
momentum-and the will to see it 
through. The years of "issue in 
doubt!" were gone forever. 

Capt Ketcham recalled that his 
survivors felt heartsick at their 
appalling losses but upbeat about 
their victory. "Morale was 
surprisingly good. We had destroyed 
a very good enemy force defending a 
real fortress. We had the sense that 
nothing could stop us." 

 
 
 
 
 
 
 

Col Alexander has resided in Asheville, 
NC, since his retirement in 1988. He is the 
author of tile fortiiconsing 50th anniversary 
pamphlet on the battle for Iwo Jima, as well 
as the forthcoming book, Utmost Savagery: 
Tarawa 1943, to be published by Naval 
Institute Press later this year.  
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CHAPTER TWO 

CHALLENGE OF LEADERSHIP IN PEACETIME 

Introduction 

  
Estimated 
Study Time 

45 minutes 

  
Scope This chapter is designed to give you a better understanding of the leadership 

challenges that you may face during peacetime conditions.  It will cover areas 
such as the absence of deadly force, selfishness, and careerism.  This chapter 
will also take a look at what is really important in leadership along with 
certain values and ethics.   

  
Learning 
Objectives 

After completing this chapter, you should be able to 
 
• Identify a leader’s primary peacetime mission. 
 
• Identify training obstacles inherent in preparing Marines for war. 
 
• Identify how a leader’s ethics and values affect the primary mission. 
 
• Identify a leader’s peacetime priorities. 

Continued on next page 
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Introduction, Continued 

  
In This 
Chapter 

This chapter contains the following topics: 

 
Topic See Page 

Introduction 2-1 
Leadership Challenges 2-3 
Absence of Deadly Force Training 2-4 
Changing Nature of War 2-7 
Ethics and Values 2-11 
Selfishness and Careerism 2-13 
Civilian Values vs. Leadership Values 2-16 
What Is Really Important? 2-19 
Conclusion 2-24 
Appendix B B-1 
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Leadership Challenges 

  
Peacetime 
Preparation 

“In peace we should do everything possible to prepare the minds of our 
soldiers for the strain of battle.  We must repeatedly warn them that war 
brings with it surprise and tremendously deep impressions.  We must 
prepare them for the fact that each minute of battle brings with it a new 
assault on nerves.  As soldiers of the future, we ourselves should strive to 
realize that we will be faced in war by many new and difficult impressions; 
dangers that are thus foreseen are already half overcome.” 
 

     Captain Adolf von Schell 
    Battle Leadership 

  
First to Fight As a leader in peacetime, your primary mission is preparing your Marines for 

war.  All other missions are secondary, no matter how important they may 
appear.  Marines are the nation’s front-line warriors—the first to fight.  Since 
the birth of our nation, Marines have always been among the first into battle 
in times of crises. 
 
In today’s rapidly changing world, your unit could find itself in combat with 
little or no warning.  How you prepare for combat now will determine how 
well you fight during actual combat. 

 
Can We 
Prepare for 
Combat? 

As all Marines know, preparing for war during peacetime can be an extremely 
challenging task.  The hectic tempo of many units leaves little time for small 
unit leaders to train their Marines. 
 
Often, day-to-day matters unrelated to combat take up so much time that you 
find little time to train for your combat mission.  Sometimes, it seems that 
everything else has priority over preparing for combat. 

  
Obstacles to 
Training 

Let’s study some of the difficulties in preparing your Marines for war.  Two 
training obstacles inherent in the nature of the warrior profession are 
 
• Absence of deadly force in training 
• Changing nature of war 
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Absence of Deadly Force Training 

  
Standard 
Professional 
Training 

Imagine you are a college student studying to become a civil engineer.  Your 
curriculum includes theoretical classes, such as mathematics and engineering, 
as well as practical classes, such as designing buildings, bridges, and 
roadways. 
 
This curriculum offers the civil engineering student a chance to apply or 
practice the principles taught in the classroom.  In fact, most professionals 
receive some practical experience while training in their respective fields.  In 
addition to classroom theory, their curricula includes internship, 
apprenticeship, or practical experience during which students actually solve 
real problems of their professions. 

  
Medical and 
Law Student 
Examples 

Under supervision, medical students are permitted to take on actual patients.  
Law students can participate in a “moot court”—a practice trial—to 
demonstrate their legal skills.  By the time these professional students 
graduate, they have had some practical experience performing their 
professional tasks. 

  
Contrast 
Military 
Training 

By contrast, the military profession must be taught differently.  Actual 
combat is a test of wills in which men fight with deadly force to the death.  
Practice (mock) combat cannot result in deaths. 

  
Mock 
Conditions 

During combat training exercises, Marines cannot actually apply all of the 
combat skills they have learned.  Marines must practice their combat skills 
and knowledge under mock conditions, without the use of deadly force and 
with the use of blank fire. 
 
The training exercises are designed to duplicate actual combat as much as 
possible but by necessity must be conducted without deadly force and without 
live fire.  This gap between real combat and combat training is significant and 
must be taken into consideration by Marine leaders who conduct training. 

Continued on next page 
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Absence of Deadly Force Training, Continued 

  
Combat Stress The gap between real and mock combat poses problems for the leader 

charged with training.  Perhaps the biggest challenge is creating the same 
level of stress in training exercises that Marines experience in actual combat. 
 
For example, although casualties are part of combat, it is not possible to 
design training exercises that include Marines killing and wounding each 
other.  No training exercise can provide Marines the opportunity to learn to 
deal with the consequences of combat. 

  
Syndrome of 
Blank Fire 

The absence of deadly force in training can teach bad habits to Marines.  For 
example, when two infantry forces are engaged in mock combat and firing 
only blanks, the Marines may develop a problem called blank fire syndrome. 
 
Since they know the bullets used during training are not real, the Marines may 
not conduct themselves as they would if the bullets were live, as in actual 
combat.  Knowing training fire is blank may cause Marines to abandon 
caution and act in ways that would get them killed in real combat. 

  
Deadly Force Similarly, the absence of deadly force in training prevents a leader from 

conclusively testing the mettle of his Marines.  In combat, many of your 
Marines will surprise you.  Some that you have come to count on to lead 
bravely will disappoint you.  Others, who have been more reserved during 
peacetime conditions, will surface in a crisis and lead valiantly. 
 
S. L. A. Marshall noted: 
 

“…no commander is capable of the actual leading of an entire company in 
combat…the spread of strength and the great variety of the commander’s 
problems are together beyond any one man's compass, and…therefore a 
part of his problem in combat is to determine which are the moral leaders 
among his men when under fire, and having found them, give all support 
and encouragement to their effort.” 

 
S. L. A. Marshall 
Men Against Fire 

Continued on next page 
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Absence of Deadly Force Training, Continued 

  
Expecting the 
Unexpected 

Other difficulties also hinder proper preparation.  Imagine you are the coach 
of a football team that is about to begin practice for the fall season.  Like 
other coaches, you have complete knowledge of your schedule, including 
whom, when, and where you will play.  This allows you to watch game films, 
scout each team, and practice for each game in a logical sequence. 
 
Now, let’s suppose that the day before the first game, your schedule changes 
and you discover you’re playing a different team than originally planned and 
prepared for.  Suddenly, your defense is up against an offense that uses a pro 
set and passes a lot, instead of one that runs primarily from the wishbone 
formation.  Do you think you’ll have much success stopping the other team’s 
offense? 

  
Flexibility In the Marine Corps, change is the rule, not the exception.  In October 1983, 

the Marines of BLT 2/8 departed Camp Lejeune , NC, for Beirut, Lebanon on 
a peacekeeping mission.  Their training for this deployment had focused on 
preparing them for this defensive-oriented mission. 
 
However, shortly after leaving port, the unit was suddenly tasked with 
securing the northern half of the island of Grenada in an amphibious landing.  
They had less than 48 hours to plan and prepare for the operation! 
 
As the nation’s foremost expeditionary force, Marines must anticipate 
changes like this.  Expeditionary warfare demands Marine forces that are 
flexible enough to fight practically anyone, anywhere, on a moment’s notice. 

  
Primary 
Mission in 
Peacetime 

The dangerous nature of the warrior profession demands a higher standard of 
personal excellence than any other.  Poor businessmen lose money, while bad 
lawyers lose court cases. 
 
But poor military leadership gets men unnecessarily killed in combat, and this 
is unacceptable.  Therefore, it is extremely important that you never forget 
your primary peacetime mission is to prepare for war. 
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Changing Nature of War 

  
World 
Perspective 

So far, our study of the training challenges of the Marine leader has required 
that you take a hard look at yourself.  Now it is time to take a look at the 
world. 
 
As military professionals, Marines must examine the world around them in 
which they are expected to serve.  Throughout history, no military has been 
able to determine beforehand exactly what the next war would be like. 

  
Future 
Conflicts 

Today, the problem is even greater than in the past.  German General Franz 
Uhle-Wettler wrote the following: 
 

Modern weapons, however, have dominated the battlefield for only a 
short time and must then make room for ever newer weapons.  The rapid-
firing breechloaders determined the outcome of the German Wars of 
Unification, machine guns the First World War, tanks as well as aircraft 
the Second World War.  New weapons systems—nuclear weapons as well 
as anti-tank guided missiles, area fire weapons, new forms of armor and 
new types of minefields—will affect a future conflict without our being 
able to safely say which one of these new weapons is in the forefront and 
how it will affect tactics.  At an earlier time, a commander could be 
certain that a future war would resemble past and present ones.  This 
enabled him to analyze appropriate tactics from past and present.  The 
troop commander of today no longer has this possibility.  He knows only 
that whoever fails to adapt the experiences of the last war will surely lose 
the next one. 

  
Professional 
Reading 
Program 

To prepare as well as possible for the next conflict, the Marine Corps must 
have leaders who think about what the future conflict will be like.  This 
should cause you to reflect again on what it means to be a military 
professional and a leader of Marines. 
 
The military professional knows his field.  He reads and studies military 
history and the current ideas on leadership, tactics, and strategy.  This is why 
the Commandant has established a professional reading program for all 
Marines. 

Continued on next page 
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Changing Nature of War, Continued 

  
Thinking 
Originally 

However, a military professional does more than this.  Based on what he 
learns through reading and his own personal experiences, he undertakes to 
think originally about his field.  He does not simply wait to be told what to 
think and what to do. 
 
He anticipates the future as best he can by using his own creative intellect and 
imagination.  This is an extremely important task for the peacetime military.  
Looking to the future relates directly to how well the military will anticipate 
the nature of the next conflict and how they will adjust to it when it comes. 

  
Thinking About 
the Future 

How can you do this?  There is no right or wrong answer to this question.  
You may have ideas of your own based on your own professional study and 
reflection. 
 
Currently, the Marine Corps is trying to change from second to third 
generation warfare—maneuver warfare.  However, the generational changes 
in warfare will probably not stop with the third generation.  What might come 
next?  What do you imagine fourth generation warfare will be like?  These 
questions may help you think about the future. 

  
Increased 
Global Threat 

Although the elimination of the former Soviet Union lessened the threat of 
conventional and nuclear confrontation between superpowers, overall global 
stability has not increased.  Instead threats to U.S. national security have 
become more diversified. 
 
Terrorism, natural disasters, regional conflicts, proliferation of weapons of 
mass destruction, drug wars, and ethnic and religious struggles around the 
world undermine international stability.  This, in turn, threatens U.S. national 
interests globally. 
 
Today, military forces are used in peacetime to maintain U.S. influence 
abroad and to help keep the day-to-day tensions between nations below the 
threshold of mid- to high-intensity armed conflict or war. 

Continued on next page 
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Changing Nature of War, Continued 

  
Operations 
Other Than 
War 

As a major player in global stabilization strategy, the United States is required 
to meet Military Operations Other Than War (MOOTW) challenges in joint 
and combined operations, particularly in Third World settings.  U.S. forces 
have been and will be called upon to respond to various crises including 
peace operations, humanitarian assistance, counter-drug operations, and 
Noncombatant Evacuation Operations (NEO). 
 
Many nations are still evolving politically, and the United States has interests 
in fostering democratic principles in developing societies.  If necessary, 
military intervention may help host government and the United Nations 
efforts to return affected regions to a state of relative normalcy.  But, while 
assisting these Third World nations, public perception must always be a 
consideration.  

  
Public 
Perception 

This may seem to be “above your pay grade,” but it is not.  For example, let’s 
say you are entering a village with your squad or platoon in a MOOTW.  You 
take fire from the far end of the village.  You notice that the wind is blowing 
strongly from behind you, so you decide to set fire to the village and burn out 
the enemy. 
 
However, a news crew is filming your actions.  That night, all across the 
country, Americans see Marines setting fire to a village.  Although you may 
have succeeded in driving out the enemy with the flames, do you think you 
won that battle? 

  
War on Drugs As mentioned before, one signpost pointing to the “next generation” of 

warfare is the military’s ever-increasing involvement in counter-drug 
operations.  Although drug lords do not have tanks, fighter planes, uniforms, 
or flags, they are waging a deadly, effective war against the United States. 
 
Just as third generation warfare seeks to bypass enemy infantry and other 
front line forces to strike deep in his rear, drugs bypass our police, 
government, military, and courts to strike directly at the American people.  
Drugs can strike Marines in your own unit, with deadly results.  How can the 
United States defend itself against drugs?  How can the Marine Corps best 
contribute to this defense?  Every Marine leader should think about these 
questions. 

Continued on next page 
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Changing Nature of War, Continued 

  
Terrorism Terrorism is the deliberate creation and exploitation of fear for bringing about 

political change.  It has no boundaries, no government, and no official 
military to fight.  They can and will basically come from out of nowhere. 
 
This type of war will be fought on an ever-changing battlefield.  It is both 
physical and psychological.  Terrorists have an array of weapons ranging 
from guns, bombs, and most recently, chemical, biological, and even attempts 
at nuclear weapons.  Along with these weapons and an ever-increasing 
willingness to lay down their lives, the terrorists are quickly becoming our 
number one enemy.   

  
Preparing for 
Tomorrow’s 
Battlefield 

As a Marine leader, think about the future of warfare and how it will affect 
the training and education of the Marines in your charge.  In areas like the 
drug war, you and they can do much to help your local community. 
 
In other areas, perhaps you will come up with some innovative training ideas.  
To prepare for tomorrow’s battlefield, the Marine Corps must think now 
about that battlefield of tomorrow and how to train for it. 
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Ethics and Values 

  
Avoidable 
Diversion 

Some diversions that take your attention away from preparing for war are 
inherent in the nature of your profession.  We discussed two of these in the 
preceding section.  You cannot employ deadly force in training, and you 
cannot know whom, when, and where you will fight next. 
 
Other distractors are largely created by Marines.  It is especially important to 
recognize these because you and other Marine leaders can change them. 

  
Professional 
Ethics 

As a leader of Marines, you think of yourself as a professional.  One 
characteristic that defines a professional is a strong sense of ethics. 
 
Medicine, law, and the clergy have formal or informal codes of ethics that, in 
fact, defines the profession.  No group can rightfully think of itself as a 
profession without a strong commitment to an ethical code. 

  
Positive Values Although the Marine Corps does not have a formal code of ethics, every 

Marine leader must have a strong sense of ethical behavior to be worthy of 
the name.  In combat, ethics are critical for success. 
 
For example, you want Marines to value honesty and selflessness because 
these qualities develop trust, and trust is a vital part of unit cohesion.  As a 
leader, you know that if your unit becomes a tightly knit team, its fighting 
ability will be greatly enhanced.   
 
In fact, if members of a Marine unit do not trust each other, they probably 
will not fight well and are likely to panic when faced with danger. 

Continued on next page 
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Ethics and Values, Continued 

 
Negative Values Ideally, the ethics Marines follow in peacetime will help them succeed in war.  

Promoting strong, ethical peacetime values is important because when war 
comes, it will be impossible to quickly instill new values in your Marines. 
 
From experience, you know that some of the values Marines adopt and 
practice during peacetime will not lead to success in war.  In fact, some of the 
values tolerated, even admired, during peacetime will destroy the Marine and 
those around him in combat.  
 
Let’s look at a few of these negative values and how they detract from 
preparing for war. 
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Selfishness and Careerism 

  
Selfless Service In combat, one of the most important values a Marine can practice is 

selflessness.  The unselfish man is capable of extraordinary deeds.  If 
necessary, he places himself at great peril, risking or giving his life to 
accomplish the mission or save fellow Marines. 
 
Selfless service to Corps and country is one of the highest virtues toward 
which a Marine can strive.  It is especially important in leaders.  A Marine 
leader should seek to serve others, not himself. 

  
“Careerist” Unfortunately, many pressures in peacetime encourage selfishness.  Perhaps 

the most dangerous example is “careerism.”  A careerist is a Marine who puts 
personal career success ahead of the well being of the Corps and fellow 
Marines.  A careerist uses other Marines rather than serving them. 
 

“We have, in my view, too much careerism creeping into the officer corps.  
What do I mean by careerism?  Officers who worry more about themselves 
and how they are going to get ahead than they do about the people they are 
privileged to lead.  Gen Kelley spoke to officers for three years on this 
topic.  We let him down and obviously haven’t done enough about it.  We 
are going to continue the effort; we’re going to stamp out careerism in your 
Corps.” 
 

  Gen A. M. Gray 
29th Commandant of the Marine Corps 

  
Careerism in 
Action 

Undoubtedly, you have seen careerism in action.  Typically, it is revealed 
when the emphasis is on “looking good” rather than actually being good.  
Simply put, if careerism had a motto, it would be form over substance, 
appearance over ability. 
 
As a general rule, careerists are striving to improve how they appear and how 
others perceive them at the expense of mission accomplishment and troop 
welfare. 

Continued on next page 
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“Some Lies 
Were Okay” 

Careerism strikes directly at ethics.  Careerism encourages dishonesty, 
distrust, and inefficiency on behalf of professional objectives.  In About Face, 
U.S. Army Col David Hackworth wrote the following about the peacetime 
Army of the 1950s: 
 

“…A CO simply couldn’t fail.  His troopers’ shooting ability, their parade-ground 
skills, even their attendance at Troop Information classes over the past year all 
had to be 100 percent, or at least look 100 percent, if a commander was to survive 
on the peacetime battlefield.  Everyone knew it, and as we got better and better at 
stretching the truth, we came to believe that some lies were even “okay.”  We 
never failed, and in the quest for “zero defects,” we made sure our subordinates 
never failed.  Our sham of perfection set an unspoken precedent for bigger lies and 
far more serious half-truths; little did we know that just a few years down the 
road, each and every one of them would ricochet back on the Army as an 
institution, with the repercussions of it all enough to shake America to its core.” 

  
“Zero Defects” 
vs. Initiative 

Careerism also works against several other qualities Marines need to win in 
combat.  For one, it discourages boldness.  Leaders whose greatest worry is 
“looking good” demand from their subordinates “zero defects” instead of 
initiative. 

  
State of Mind In 1989, General Boomer, Commanding General of the 4th Marine Division, 

wrote in the Marine Corps Gazette: 
 

“…The zero defects state of mind, while certainly not crippling our organization, 
has dealt it a hard blow.  I did not realize how insidious and pervasive the disease 
of zero defects until I began to examine it carefully, especially as it affects the 4th 
Marine Division.  I suspect all parts of the Corps are experiencing the same 
symptoms. 
 
…The problem is that we are not close to realizing our potential, and one of the 
primary reasons is the mindset that has quietly crept into our consciousness in the 
past decade and a half.  We have become more interested in form than substance, 
statistics than truth, fear than trust, inspection grades than true capability and 
burdened with “CYA” paperwork that is “strangling” commanding officers at 
every level.  I believe all of this is related to zero defects.” 

Continued on next page 
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Lack of Candor Another quality careerism undermines is candor.  Candor, the ability to speak 

up and give your honest opinion, is a must for any leader.  The careerist 
cannot afford to have this quality. 
 
He fears that if his superior does not like what he says, it may endanger his 
career.  Too many Marines simply “go along with whatever the boss says” 
because they lack the courage to speak up.  Ultimately, this leaves superiors 
blind to the weaknesses in their unit, causing disastrous consequences in 
wartime. 
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Popularity 
Over Respect 

Careerism is not the only ethical failing Marine leaders must guard against.  
Another is a desire to be popular at all costs.  By itself, popularity is not bad.  
No one wants to be unpopular.  But when the desire to “be a nice guy” 
prevents a leader from enforcing standards, popularity becomes a problem.  In 
Notes From Vietnam, Col Hackworth explained how popularity detracted 
from junior-level leadership in his battalion: 
 

“The biggest shortcomings of the young infantry leaders (including NCOs and 
officers—O1–O3s—with an average of less than four years service) are the failure 
to be demanding and their reluctance to insure that their men do the basic things 
which keep them alive on the battlefield. 
 
I believe one of the reasons for this deficiency is that many of the social values 
acquired as a civilian conflict diametrically with what is expected of a leader.  Our 
training system should recognize this conflict and alter those values.  A case in 
point of just one civilian instilled value which drastically conflicts with combat 
leadership—this value is popularity. 
 
Great emphasis is placed in the American society to instill the “virtue” of being a 
popular fellow.  The formal part of this training starts at kindergarten when the 
importance of socializing is first introduced and is thereafter never ending.  The 
informal training begins at mother’s hand almost at first breath.  Hence, the young 
man when first entering the army has had about twenty years indoctrination of “being 
a nice guy.”  After four years of college ROTC training or forty-six weeks of BCT, AIT, 
OCS training, he is supposed to be the well prepared leader who always places the 
welfare of the troops just below the accomplishment of the mission.  But in actual fact, 
the average leader has a virtual Pavlovian instinct towards being popular.  He must be 
a good guy!  Thus, he becomes a “joiner” instead of an “enforcer.” 
 
In Vietnam, good guys let their people smoke at night and take portable radios to the 
field; allow night ambushes to set up in the abandoned hootch, so they can have 
protection from the rain and will only need one guard by the door so everyone else can 
get a good night’s rest.  Good guys let their men leave their boots on for several days, 
resulting in inordinately severe immersion foot.  Good guys don’t check to insure that 
their men protect themselves against mosquitoes or take the required malaria pills and 
salt pills.  Good guys end up killing their men with kindness!”  

Continued on next page 
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Moral Courage Colonel Hackworth rightly identified the root of the problem as lack of moral 

courage.  Marines are noted for courage, but the tendency is to think of 
courage only in physical terms.  Indeed, during war great physical courage is 
required to act in the face of deadly enemy fire.  Even in peacetime, physical 
courage is demanded.  Just ask any Marine who has rappelled at night from a 
helicopter. 
 
However, physical courage alone is not enough in war or peace.  Marines 
must also possess moral courage.  In fact, during peacetime, demonstrating 
moral courage is likely to be the greater challenge. 

  
Subtle Dangers Moral courage is the courage to say and do what is right regardless of 

personal consequences.  By contrast, physical courage requires you to do 
what is right and necessary to perform your mission despite danger of 
physical injury or death. 
 
Moral courage is more subtle.  Moral courage entails dangers for a Marines’ 
career, popularity, acceptance by peers, and personal image.  The essence of 
courage itself remains the same in both.  Both physical and moral courage 
demonstrate the willingness to accept possible injury to yourself as you do 
what is necessary to serve your fellow Marines, your Corps, and your 
country. 

  
A Tougher 
Challenge 

Interestingly, moral courage can often be a tougher challenge than physical 
courage, especially in peacetime.  To illustrate this, let’s compare physical 
and moral courage. 
 
You have been ordered to attack an enemy machinegun nest.  Instantly, you 
and those around you know exactly what must be done.  If you have 
insufficient courage to advance in the face of enemy fire, you will fail in the 
mission your commander assigned you, and everyone will see your lack of 
courage. 
 
Your performance or nonperformance of physical courage is a public event, 
subject to the praise or ridicule of fellow Marines.  This makes physical 
courage easier and physical cowardice more difficult. 

Continued on next page 
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Test of Courage The situations and circumstances for moral courage are different than for 

physical courage.  Let’s imagine the test of your moral courage is to tell your 
boss the unit’s tactics are poor.  In this case, you may be the only person who 
sees the problem and only you know what should be done. 
 
In fact, no one else will see your lack of courage if you simply keep your 
mouth shut and allow the problem to continue.  If you keep quiet and fail to 
exercise moral courage, no one will see you have failed in your mission to 
prepare your unit for war.  No fellow Marines will ridicule your lack of moral 
courage.  Thus moral courage is “private” courage, a matter for your 
conscience alone.   

  
Conscience vs. 
Cowardice 

Usually, only you know when you have been cowardly.  No peer pressure 
influences you. 
 
This makes moral courage more difficult and moral cowardice easier.  As you 
can see, moral courage requires a strong ethical individual. 

  
Courage in 
Peacetime 

If the Marine Corps is to win in combat, our Marines must possess both moral 
and physical courage.  Only moral courage can maintain the high ethical 
standards the Corps requires.  Only moral courage can ensure our deficiencies 
are uncovered during peacetime and fixed prior to war. 
 
Only moral courage can ensure you prepare effectively and realistically for 
combat, instead of just “looking good.”  If Marines do not have the moral 
courage to do these things in peacetime, they are not likely to have the moral 
courage to make the difficult decisions in war upon which battles and 
campaigns depend. 
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Priorities and 
Courage 

A Marine faces many demands.  There is more to do than can be done, even 
working 18-hour days.  You must set priorities to deal with all the demands 
you face.  This means you must have the moral courage to ask and answer the 
question, “What is really important?” 

  
Peacetime 
Priorities 

In the last section, we discussed some negative pressures in the Marine Corps 
that can influence a Marine to act unethically.  There are also pressures on the 
Marine to provide the wrong answer to the question, “What is really 
important?” 
 
You already know the right answer, it is the theme of this chapter.  Your most 
important peacetime priority is preparing for war.  Unless you and other 
Marine leaders always remember this and act on it, the Marine Corps may 
find itself in trouble the next time it goes into combat. 

  
Peacetime 
Demands 

From experience, you know that other matters often take priority over combat 
training.  Constant personnel demands for working parties, guard duty, and 
the Fleet Assistance Program (FAP) often leave you with only a fraction of 
your Marines available for training. 
 
Similarly, administrative demands and frequent inspections cut into the time 
available for training.  Too often, you spend much of your time and resources 
on tasks that contribute little to your wartime mission. 
 
While these requirements are necessary during peacetime, training must be 
conducted in a manner that takes these factors out of play.  Planning training 
when you have the majority of your Marines is essential to unit readiness. 

Continued on next page 
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Wrong 
Answers 

There are three common wrong answers to the question, “What is really 
important?”  They are looking good (which can be presented by clever use of 
statistics, or unit physical appearance, measuring input instead of output, and 
safety. 

  
Use of Statistics “Looking good” relates to what you’ve learned earlier about ethics.  There are 

many ways a unit can look good without really being good (being prepared to 
fight effectively and win in combat.). 
 
One common way to look good without being good is by clever use of 
statistics.  Certain statistics can make a unit look good.  For instance, good 
numbers on blood drives, charitable contributions, UA rates, and rifle range 
scores can make a unit look impressive.  Although each of these statistics 
alone has merit, when used together for the main purpose of “looking good,” 
they can easily mislead. 
 
A unit may score at the top in every category, yet still not be ready for 
combat.  To make matters worse, if the people leading the unit have an ethics 
problem and falsify the numbers, then the difference between “looking good” 
and “being good” is even greater. 

  
Appearance Another way of looking good is physical appearance.  Some units expend 

great amounts of time and effort on this. 
 
Everyone has spit-shined boots and starched utilities.  You could eat off the 
guardroom floor.  All the rocks have been freshly painted. 
 
If these are things the Marines have done on their own to show pride in their 
unit, then these things can be considered part of being good.  However, too 
often these things are done “by direction,” so someone up top looks good. 
 
Again, notice the tie-in with ethical problems.  The person up top may be 
trying to look good to advance his own career. 

Continued on next page 
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Input vs. 
Output 

The second common wrong answer to the question, “What is important?” is 
measuring input instead of output.  For example, let’s consider the Marine 
Corps Combat Readiness Evaluation System (MCCRES). 
 
Used correctly, the MCCRES can be a valuable training tool.  However, 
sometimes evaluators focus on how well the unit completes the task list, not 
on how the unit actually performs against the enemy—the tactical results. 
 
Some units score well on the MCCRES and yet are not really ready for 
combat.  Good units want MCCRES to tell them whether they are ready for 
combat and if they can produce real tactical results.  What counts in combat is 
results, not how you get them.  But too often the MCCRES is used just to find 
out how well a unit can perform steps on a checklist. 

  
Safety The third common wrong answer to the question, “What is important?” is 

safety.  This does not mean safety is not important. 
 
The life and health of every Marine means a great deal to every other Marine.  
Safety is, in fact, a major consideration at all times. 
 
However, safety cannot become the primary consideration when trying to 
fulfill your peacetime mission of preparing for war.  After all, a unit could 
train in perfect safety if it only fired squirt guns, but then it would not be very 
well trained for combat. 

Continued on next page 
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Live Fire 
Example 

The challenge to Marine leaders is to design training that is both safe and 
realistic.  A good example is live-fire training.  Until recently, whenever an 
exercise was live-fire, all Marines were carefully kept “on line” for the sake 
of safety. 
 
This unfortunately resulted in linear tactics, and, linear tactics are obsolete.  
Not much was accomplished as Marines were trained in outdated tactics for 
the sake of safety. 

  
Safe and 
Realistic 

Recently, a number of schools and units have moved to safe, nonlinear, live-
fire training.  A good example is found at the School of Infantry (SOI) West 
in their “fighting penetration” field exercise.  It is a modern, three-element 
assault with the goal of punching a small hole, then blowing on through into 
the enemy’s rear. 
 
During the exercise, the Marines making the breach go forward with a satchel 
charge while their comrades keep up suppressive fire.  Bullets are impacting 
just a few meters from each side of the breaching team once they reach their 
assault positions.  This is realistic and also safe. 
 
The Marines providing the suppressive fire know the bullets are real; they are 
careful not to hit fellow Marines.  This exercise demonstrates that with very 
thorough planning it is possible to provide training that is both safe and 
realistic.   

  
Demands Trust However, such an exercise requires trust, especially when fire is live.  The 

SOI West trusts the instructors and the students.  In addition, the leaders are 
required to use good judgment, rather than simply following fixed rules. 

Continued on next page 



MCI Course 8105 2-23 Chapter 2 

What Is Really Important?, Continued 

  
Return to 
Ethics 

Whenever you consider the question of “What is really important?,” you 
return to ethics.  As a Marine leader, you know the right answer. 
 
What is really important is what best prepares you and your Marines for 
combat.  You also know about the pressures on Marines to give other 
answers, such as the ones we discussed.  Now you know those answers are 
wrong. 

  
Courage to be 
Right 

Marine leaders must have the moral courage to refuse to give the wrong 
answers.  Furthermore, you must have the moral courage to insist on the right 
answer, not only in words but also in actions. 
 
On whatever level you lead, you must take action to ensure that preparing for 
combat is your top priority.  Remember, if you or your Marines answer, 
“What is really important?” incorrectly, the price could eventually be paid in 
the blood of fellow Marines. 
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Preparation 
and Conduct 

MCDP 1, Warfighting has a chapter on preparing for war and another on the 
conduct of war, recognizing the two different but equally necessary parts of 
the whole.  If Marines do not prepare effectively for war, they will not fight 
well when they go to war. 

  
Peacetime 
Leadership 

The challenge of peacetime leadership is the challenge of preparing 
effectively for war.  In this chapter, you learned about many obstacles that 
must be overcome if you are to prepare for war effectively.  You have seen 
some of the steps that you, a Marine leader, must take to prepare your 
Marines for war. 

  
Never Sacrifice 
the Mission 

Now, the challenge is yours.  You must decide whether you are going to have 
the moral courage necessary to prepare yourself and your unit for war. 
 
Undoubtedly, you will face many pressures that would have you take the easy 
way out—to prepare only by “looking good” rather than by “being good.”  
Ironically, you may help your career if you decide to take that easy way.  
Furthermore, you may even be more popular with your Marines, your peers, 
and your seniors if you choose the easy way. 
 
But remember, if you do decide to take the easy way—if you lack moral 
courage—you are not a Marine leader.  You may “look” like a Marine on the 
outside, but inside you are not really a Marine.  Real Marines do not take the 
easy way out when that means sacrificing the Marine mission—winning in 
combat.  In peacetime and in war, real Marines do what must be done to win, 
regardless of the cost to themselves. 
 
Do you have the moral courage to really be a Marine?  Or are you content just 
to look like one? 
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APPENDIX B 

Readings 

  
Articles �� Brown, Gary E., Capt, USMC  “Trust: The Cornerstone of Leadership.”  

Marine Corps Gazette, Sept 1995: 9.  Captain Brown identifies two 
character traits in his article he believes must be fostered in a unit.  Why 
does he believe these two are so important?  Could there be others. 

 
�� Adams, Mark W., LtCol, USA.  “A Measure of Success.”  Marine Corps 

Gazette, Oct 1994: 16.  In it talks about what makes a Marine successful.  
Do you agree?  Is success based on job related performance or is there 
more? 

 
Note:   All articles reproduced courtesy of the Marine Corps Gazette. 
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The U. S. Marine Corps 

has always been a reservoir 
of character-people who can 
be trusted. This attribute is 
fortunate considering 
editorialist George Will's 
assertion that: 

“. . . , never before in 
this nation's experience 
have the values and 
expectations in society 
been more at variance 
with the values and 
expectations that are 
indispensable to a 
military 
establishment.” 

Americans, especially 
young Americans, are 
increasingly forsaking 
moral decency and civic 
duty to pursue self-
gratification. The symptoms 
are distressing. Children kill 
children for their tennis 
shoes or “just to see what it 
is like." The average age for 
first time drug abuse is 13 
years old, and homicide is 
the leading cause of death 
in the 15- to 19-year-old 
minority youth group. 
Senator Dan Coats (R-IN) 
has observed that: 

many Americans are 
no longer outraged by 
news of . . . ethical 
lapse. Convicted felons 
are no longer outcasts. 
They are celebrities. 
They are invited to 
elite parties. They 
write bestsellers. 

I believe that such 
attitudes, events, and 
statistics, combined with 
what Senator Coats called a 
"spectacular rise in all 
forms of crime, family 
abandonment, child neglect, 
suicide, widespread 
adoption of destructive 
behavior and an exponential 
growth of drug and alcohol 

abuse," have caused an atmosphere 
of distrust to descend upon our 
country. The prognosis for 
improvement is poor because distrust 
prevents people from working 
together for the common good. I 
have noticed many of our newest 
Marines displaying characteristics of 
the society from which they were 
recruited. Because of this 
observation, I have made trust the 
cornerstone of my leadership 
philosophy. 
Two Traits 

I believe there are two character 
traits a commander must foster in his 
unit before its members can trust 
each other without reservation. 
These traits are moral courage and 
respect for others. 

Moral courage is the more 
complex of these traits. It is the 
reasoned choice to "do the right 
thing" despite personal consequences 
or pressures to do otherwise. Moral 
courage promotes trust throughout a 
unit by instilling in each individual 
the moral imperative to act in the 
best interests of the unit regardless 
of the personal costs. When Marines 
can depend on each other to do the 
right thing without supervision, they 
can give themselves completely to 
the team's objective preparing for 
war. 

I have identified three methods of 
fostering moral courage. First, a 
leader must ensure his Marines 
understand that right and wrong are 
absolutes. This concept may prove 
confusing to many new Marines. Our 
country has seen, according to 
Senator Coats, militant relativism 
that dictates that it is impossible to 
prefer one value above another, since 
all conceptions of good are equally 
subjective. Many parents take 
exception to those who presume to 
teach morality to their children, even 
though they may find it inconvenient 
to fulfill this parental obligation 
themselves. As a result, many school 
districts have adopted programs that  

essentially say, "There is no 
right and wrong. We are 
going to throw out all these 
values and let children pick 
and choose between them." 

It is time to take a stand 
on what is right and what is 
wrong. Marine leaders are 
in a unique position to take 
a stand. Presently, many 
Marine leaders recoil from 
the idea of imposing a 
sense of morality on their 
Marines. They feel 
comfortable forcing their 
Marines to conform to the 
moral standards set by the 
Uniform Code of Military 
Justice and Marine Corps 
orders, but there is a 
general feeling that 
imposing a personal sense 
of morality on one's 
Marines is the highest form 
of arrogance. Something 
has gone terribly wrong if 
Marine leaders do not have 
faith in, and equate their 
standards with, Marine 
Corps standards and, more 
fundamentally, with 
traditional altruistic 
American values. Leaders 
must have the courage to 
embrace these values as the 
essence of morality and the 
measure of character. 

Leaders must recognize 
that young men and women 
may not possess traditional 
American values when they 
enter the Marine Corps. As 
a company executive 
officer, I have been faced 
with a Marine 
noncommissioned officer 
who did not realize that 
lying is wrong. As a staff 
platoon commander at The 
Basic School, I have also 
had to explain to a roomful 
of second lieutenants that 
killing a prisoner of war is 

Trust: The Cornerstone of Leadership 
 

by Capt Gary E. Brown 
 

All officers are placed in a position to influence Marines junior to them. How an  
officer does this in an age of declining moral standards is of utmost importance.
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wrong despite any 
situational twist. Leaders 
must be prepared for the 
challenge of developing 
"good people" as well as 
good warriors. Sir John 
Winthrop Hackett put it 
this way: 

“What the bad man 
cannot be is a good 
sailor, or soldier, or 
airman. Military 
institutions thus form a 
repository of moral 
resources that should 
always be a source of 
strength within the 
state .... The highest 
service of the military 
to the state may well 
lie in the moral 
sphere.” 

The second method of 
fostering moral courage is 
group leadership 
discussions. These 
discussions can be used to 
establish a common 
understanding of acceptable 
behavior. They provide an 
opportunity for the leader 
to communicate his or her 
commitment to traditional 
American values and to 
encourage Marines to 
exercise moral courage in 
defense of these values. If 
leaders are to develop a 
bond of mutual trust within 
their units, they must focus 
their authority and energy 
on the moral education of 
their Marines. If you do not 
agree with this statement, 
ask yourself this question: 
“Can you trust someone 
you think is immoral?” 

Finally, the commander 
must be the example. Moral 
courage must start at the 
top. Most Marines have 
known a leader who made 
decisions based on selfish 
considerations instead of 
unit welfare. This form of 
betrayal stifles moral 
courage and removes the 
bond of trust in a unit. 
Conversely, I know of a 
company commander who 

displayed moral courage when he 
reported safety hazards in a newly 
renovated barracks to the base fire 
marshal after unsuccessfully 
protesting the impending move of his 
Marines into the barracks. The 
barracks was condemned, and my 
commanding office found himself in 
an uncomfortable position with his 
superiors, but for safety of the 
Marines was ensured. The incident 
raised the level of trust in our unit 
and encouraged his Marines to 
display moral courage.  
Mutual Respect 

While moral courage is a more 
complex concept than that of respect 
for others, both are equally vital to 
the establishment of trust. The ability 
to respect others requires one to 
recognize that every person is a 
unique human being with the 
potential to contribute to the 
improvement of society. It requires 
Marines to look past different 
customs, languages, and economic 
classes to uncover each person’s 
hidden attributes. Mutual respect 
promotes trust by removing the fear 
of unjust treatment, irrational 
prejudice, and the threat of physical 
assault. Many Marines have been in 
units that have had racial incidents, 
or in units where there was overt 
denigration of Marines both up and 
down the rank structure. Still others 
have been in units where leaders 
denied the professional and social 
worth of their Marines by insulating 
themselves from their subordinates. 
These conditions indicate a lack of 
respect among the members of a unit 
and invariable lead to an atmosphere 
of distrust. The promotions of mutual 
respect will prevent these conditions 
from developing.  

There are three ways to promote 
mutual respect in a unit. First, set the 
example by avoiding sarcasm and 
adopting a teacher/scholar approach 
to leadership. Second, prevent the 
formation of cliques within a unit 
while remaining sensitive to the 
pride Marines have in their ethnic 
heritages. Unit assignments, training 
programs, and athletic events can be 
used to discourage cliques. Finally, 
seek the opinions of Marines and 
listen to what they have to say. It is 

all too common to see 
leaders go through the 
motions of soliciting the 
opinions of their Marines 
without listening to what 
they say. These leaders 
create cynical subordinates 
who believe senior officers 
are not interested in their 
welfare. As Erwin Rommel 
said, "The ordinary soldier 
has a surprisingly good 
nose for what is true and 
what is false." Teaching 
Marines to respect their 
fellow human beings can 
be difficult but the 
advantages are well worth 
the effort. 

Fostering the traits I have 
discussed will ensure that 
the Marine Corps continues 
to provide our Nation with 
people of character and high 
moral standards. Each 
Marine must understand that 
the standards set by the 
Marine Corps have utility 
outside of the military. The 
Marine Corps' standards are 
founded on traditional 
American values. Our 
Marines must be able to 
return to their 
neighborhoods and set the 
example for a generation in 
jeopardy. Until 
character-building regains 
its preeminence as an 
American social priority, 
leaders of Marines must 
accept their moral 
obligation to send each of 
their Marines into combat or 
back to society as better 
human beings as citizens 
who can be trusted to do the 
right thing. 

 
Capt Brown is a recent graduate 

of Amphibious Warfare School and 
has orders to the 3dBn, 6th Mar 
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A Measure Of Success 
By LtCol Mark W. Adams 

 
The real measures of success as a Marine can be found not in medals or rank or prestige  

but in personal attitudes, values, and actions-in his unheralded contributions. 
 
 

Some might say that 
measuring success is difficult, 
that it depends on a lot of 
interconnected things or is 
situationally dependent. Some 
might say success is measured 
by achieving established goals 
measured by one's position, 
status, or degree of power or 
control. Although all of these 
yardsticks may have merit, I 
believe measuring the success 
of an individual is simple 
rather than complex. 

The performance evaluation 
system is a measure of our 
job-related performances 
throughout our careers. True 
success, however, is measured 
on a plane much higher than 
many may believe. One's 
success is based upon 
achieving a level of 
commitment, endearing love, 
and enduring dedication that 
each of us nurtures during life. 
A simple analogy would be the 
farmer who understands the 
value of an honest day's work. 
The successful farmer 
measures out his life in bits. 
He paces himself in his 
business for the long haul. He 
rises early, labors throughout 
the day, only to arise early the 
next day to continue the 
plowing, planting, and 
harvesting. He rotates his crops 
and is careful not to pick fruit 
not yet ripe. He teaches his 
family his trade and knows the 
positive impact of good 
weather on his crops. He 
respects the significance of a 
greater being. He understands 
the power of prayer. Farming 
is his life. 

 
 
People want to know how 

much you care before they care 
about how much you know. 
Successful Marines invest 
early in others and 
methodically give of 
themselves through time. They  
know the value of strong 
personal, as well as 
professional relationships. 
Successful Marines know their 
occupational specialty but are 
honest about their limitations. 
They are respected by their 
subordinates. Honesty and 
integrity in both work and 
family are foremost in the lives 
of successful Marines. 
In a world that has become 
more "me" oriented, we must 
resist allowing worldly vices 
to infect our "corporate" 
values. If the Marine Corps is 
to main-taro its elite status, our 
mission is far greater than our 
expeditionary or unique air-
ground task force capabilities. 
Our Nation will always want a 
Marine Corps as long as we 
daily represent an example of 
the ideal rather than a 
reflection of society. 

Military service should 
continue to bolster the bastions 
of trust, faith, love, spirituality, 
and the kindred spirit of 
helping others. Placing these 
values first and instituting them 
in our daily lives will promote 
healthy Marines who are larger 
than life. Making the right 
choices as we face moral 
challenges carries more power 
and instills more strength of 
character than any other 
leadership activity. 

 

 
 
A personal commitment to 

God, Country, and Corps has 
great implications. It means 
sacrifice and service. It means 
humility. It means being the 
best one can be. It means 
giving your all for your peers. 
It means balancing the 
requirements of Marine 
toughness with the tenderness 
of a dad, a big brother, and a 
son. Success as a Marine is not 
measured by rank or years of 
service. Successful Marines are 
those who serve unselfishly 
and give without taking. 
Successful Marines protect the 
force by safeguarding the lives 
of their Marines in peace and 
war. Successful leaders of 
Marines are also good 
followers. 

The successful Marines 
greet the rising sun as a farmer 
greets his fields at the break of 
a new day. He sees life as a 
succession of challenges 
instead of problems. He loves 
his Marines, and he tells them 
that he loves them. He 
demonstrates his love by the 
example he sets daily. He 
proves that the basic staples of 
truth, justice, sincerity, 
obedience, and patience are the 
ingredients in the recipe of 
successful life. 

The time served as a 
Marine, whether brief or 
spanning decades, means little 
in terms of tangibles. The true 
measure of a successful Marine 
is whether he left his unit a 
better organization than when 
he took over. A successful 
Marine realizes what he can 
and can't change; he accepts
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the limits of his Corps. A 
successful Marine realizes 
that the survival of our 
Corps of Marines is 
dependent upon each of us 
giving in selfless dedication. 
Successful Marines avoid 
those who do not aspire to 
similar high ideals. 

Successful Marines toil 
in their fields with purpose 
and direction. Placing one's 
people first and self last is 
difficult for many. The truly 
successful Marine does not 
worry about one-upmanship 
but energizes his 
subordinates, gives them 
wide responsibility 
commensurate with their 
abilities, and maintains that 
commitment of trust, not 
just for the short term but 
forever. Successful Marines 
are heroes to their families 
and their family of Marines. 

As the last furrow is 
plowed, the last seed 
planted, the last bale stored, 
successful Marines watch 
the sunset with a tear-a tear 
of pride that his life's work 
was centered on principles 
that survive the test of time. 
All successful Marines are a 
father to their young 
Marines. As a father they 
provide living proof through 
the winding road of service 
as a Marine that love is 
leadership. Successful 
Marines are resilient and 
continue to produce honest, 
substantive results in spite 
of adversity. 

In the end, the true 
success of Marines will be 
measured by a yardstick 
that only God carries. Those 
who stand the tallest will be 
the ones who took the time 
to teach, train, and sustain. 
In the final accounting, 
one's success will be 
measured by his unheralded 
contributions. These 
Marines are the ones who 
will guarantee our Corps' 

success in battle and its survival in 
the near and distant future. These 
Marines will be remembered. This is 
the true measure of success. 

 
LtCol Adams is chief of the Fire Support 
Division at the U. S. Army Field Artillery 
School, Fort Sill, OK. 
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CHAPTER THREE 

ESSENTIALS OF LEADERSHIP 

Introduction 
 

  
Estimated 
Study Time 

40 minutes 

  
Scope This chapter is designed to give you a better understanding of the essentials of 

leadership.  It will cover areas such as military competence, leadership 
qualities, and character. 

  
Learning 
Objectives 

After completing this chapter you should be able to 
 
�� Identify the definition of character. 
 
�� Identify the seven primary leadership character traits. 
 
�� Identify the two categories of military competence. 
 
�� Identify tactical proficiency. 
 
�� Identify technical proficiency. 

   
In This 
Chapter 

This chapter contains the following topics: 

 
Topic See Page 

Introduction 3-1 
Leadership Qualities 3-2 
Character 3-4 
Military Competence 3-13 
Conclusion 3-18 
Appendix C C-1 
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Leadership Qualities 
   

Brief Review In the first two chapters of this course, you learned the challenges facing 
Marine leaders in both war and peace.  In chapter one, you studied the 
demands of leadership in combat. 
 
You learned about the tremendous stress you and your Marines will 
experience in combat from anxiety, fear, and fatigue.  You read about the 
friction that occurs in combat when equipment breaks, the weather changes, 
or the enemy surprises you.  These challenges are extraordinary.  In most 
men, combat leaves an impression that lasts an entire lifetime. 

  
Action and 
Boldness 

The essential thing is action.  Action has three stages:  the decision born of 
thought, the order or preparation for execution, and the execution itself.  
All three stages are governed by the will.  The will is rooted in character, 
and for the man of action character is of more critical importance than 
intellect.  Intellect without will is worthless, will without intellect is 
dangerous. 
 

Hans von Seekt 
Thoughts of a Soldier 

 
The Marine Corps style of warfare requires intelligent leaders with a 
penchant for boldness and initiative down to the lowest levels.  Boldness is 
an essential moral trait in a leader, for it generates combat power beyond 
the physical means at hand.  Initiative, the willingness to act on one’s own 
judgment, is a prerequisite for boldness.  These traits carried to excess can 
lead to rashness, but we must realize that errors by junior leaders 
stemming from overboldness are a necessary part of learning.  We should 
deal with such errors leniently; there must be no “zero defects” mentality.  
Not only must we not stifle boldness or initiative, we must continue to 
encourage both traits in spite of mistakes.  On the other hand, we should 
deal severely with errors of inaction or timidity.  We will not accept lack of 
orders as justification for inaction; it is each Marine’s duty to take 
initiative as the situation demands. 
 

MCDP-1, Warfighting 

Continued on next page 
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Leadership Qualities, Continued 

  
Obstacles to 
Training 

Chapter two discussed some differences between the peacetime and wartime 
challenges of the Marine leader, including some of the difficulties in 
preparing Marines for war.  The topics listed below identify obstacles to 
training Marines and describes them as inherent in the warrior profession 
itself. 
 

�� The prohibition against use of deadly force in training prevents 
creating a stress level in training comparable to actual combat. 

 
�� Listed below are two high demands of a Marine’s flexibility. 

 
�� The pace of the typical Marine Corps mission in expeditionary 

warfare 
�� The uncertainty of who, when, and where Marines will fight next  

  
Choice of 
Values 

Chapter two also discussed the peacetime pressures on ethical behavior and 
how important it is for the Marine leader to choose the right values.  The 
discussion warned that some of the values that are tolerated, even admired, in 
the Corps are not the values that will win in combat. 
 
Furthermore, the Marine leader must be careful because sometimes these 
wrong values cause the wrong things to take priority over preparing your 
Marines for war.  Finally, chapter two discussed how the very nature of 
warfare itself is changing and how difficult it is to prepare your Marines for 
the next war.  

  
Challenge of 
Leadership 

At this point you might ask, “What qualities must I have to lead successfully 
in the face of these challenges?”  Here in chapter three, we will discuss that 
question. 
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Character 
  

Definition Character is the sum total of your personality traits.  It is the link between your 
values and your behavior.  It determines whether you will have the inner 
strength and tenacity to behave consistently in terms of your values regardless 
of stress, danger, or consequences.  It affects how well you learn and apply 
critical leadership skills.  It is what keeps you going—driving you forward 
toward your goals—when all other sources of energy and motivation are gone.  
Character is the inner power source of leadership and, in this sense, it is the 
source of all good leadership. 

 
FM 22-100, Military Leadership 

  
Number of 
Factors 

Your character is the combination of factors that govern your behavior.  The 
most important quality determining how you act in leadership situations is 
your character.  A leader’s character is his most important quality. 

  
Reference Point How does character apply to leadership?  Your character acts as a reference 

point for all your leadership actions, in much the same way as commander’s 
intent and focus of effort is a reference point for tactical decisions. 
 
When your situation changes, these reference points guide you as you decide 
what to do.  Likewise, your character acts as a reference point for all 
situations related to leadership.  Your character will determine what you do. 

  
Tests of 
Character 

Marine leadership demands strong character.  Your subordinates assess your 
character as they see your day-to-day actions.  They learn whether you are 
clear, open, and honest with them.  They see whether you are indecisive, lazy, 
or selfish. 
 
They may test your will by cutting corners on a job and watching your 
response.  They observe whether you advance yourself over their interests or 
whether you support them and the unit.  Your subordinates continually 
observe your actions and assess your character. 

Continued on next page 
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Character, Continued 

  
Trust vs. Duty In stressful situations, Marines want to follow trusted leaders who will 

strengthen, inspire, and guide them.  When your troops trust you with their 
lives, it means they have observed your character and seen vital positive 
character traits, such as decisiveness, courage, and selflessness. 
 
However, if your character reveals negative traits and flaws, your 
subordinates will follow you out of a sense of duty, observance of the chain 
of command, or because of your coercive power.  But remember, coercive 
power can take a unit only so far in the heat of combat.  It is easy to 
understand why historically, the most effective units have been those led by 
Marines with strong positive character traits. 

  
Primary Traits There are seven primary character traits that we will cover here. 

 
�� Courage 
�� Integrity 
�� Unselfishness 
�� Commitment 
�� Strong will 
�� Decisiveness 
�� Humility 

  
Courage Marines who are strong in character have both physical and moral courage.  

In chapter one, you learned that physical courage is the courage that 
overcomes fear in the face of danger.  In combat, your physical courage 
inspires others to act bravely. 
 
In chapter two, you learned that moral courage is the courage to stand for 
what is right regardless of personal consequences.  Moral courage motivates 
you to stay focused on your mission despite pressures influencing you to do 
otherwise. 

Continued on next page 
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Character, Continued 

 
Integrity Integrity implies sound moral principles and the commitment to consistently 

live by them.  The Marine with integrity has a solid code of ethics and lives 
by it.  He can always be counted on to do the right thing, regardless of the 
circumstances.  In peace and in war, he recognizes his obligation to apply a 
high moral standard to all actions in his assigned mission. 
 
A unique leader is one who has absolute integrity.  To “look good,” such 
leaders do not yield to pressures or cut corners.  They consistently do the right 
thing, perhaps to the detriment of their career goals. 
 
Leaders with weaker character may ridicule leaders with integrity, accusing 
them of being unwise and unrealistic.  But as you know, the leader with 
absolute integrity is loved and admired by a great many and serves as a true 
inspiration. 

  
Unselfishness The unselfish Marine places the welfare of his Corps, unit, and men ahead of 

himself.  When necessary, he risks his own life to accomplish the mission or 
save the lives of other Marines. 
 
In peacetime, he risks his career and his popularity to ensure his unit prepares 
effectively for war.  He always looks at himself as a leader in service to his 
Marines, his Corps, and his country. 

Continued on next page 
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Character, Continued 

  
Example of 
Unselfishness 

Consider the unselfish example set by LCpl Richard A. Pittman while on 
patrol in the Republic of Vietnam, 24 July 1966: 
 

Hearing the engaged Marines' calls for more firepower, LCpl Pittman 
quickly exchanged his rifle for a machine gun and several belts of 
ammunition, left the relative safety of his platoon, and unhesitatingly 
rushed forward to aid his comrades.  Taken under intense enemy small 
arms fire at point blank range during his advance, he returned the fire, 
silencing the enemy position.  As LCpl Pittman continued to forge forward 
to aid members of the leading platoon, he again came under heavy fire 
from two automatic weapons which he promptly destroyed.  Learning that 
there were additional wounded Marines 50 yards further along the trail, he 
braved a withering hail of enemy mortar and small arms fire to continue 
onward.  As he reached the position where the leading Marines had fallen, 
he was suddenly confronted with a bold frontal attack by 30 to 40 enemy.  
Totally disregarding his safety, he calmly established a position in the 
middle of the trail and raked the advancing enemy with devastating 
machine gun fire.  His weapon rendered ineffective, he picked up an enemy 
sub-machine gun and, together with a pistol seized from a fallen comrade, 
continued his lethal fire until the enemy force had withdrawn.  Having 
exhausted his ammunition except for a grenade which he hurled at the 
enemy, he then rejoined his platoon.  LCpl Pittman's daring initiative, bold 
fighting spirit and selfless devotion to duty inflicted many enemy casualties, 
disrupted the enemy attack and saved the lives of many of his wounded 
comrades. 

 
For his heroic actions, LCpl Pittman was awarded the Medal of Honor.  How 
would you react in a similar situation? 

  
Commitment The leader with strong character is a person who has made an unreserved 

personal commitment to what he does.  He cares genuinely about being a 
Marine, a leader, and a true professional.  That care shows through in 
everything he does, and his Marines see it clearly. 
 
He is sincerely interested in them and their well-being; his enthusiasm is 
contagious.  He is a Marine both on the inside and the outside; he is a Marine 
beyond his uniform and rank.  His commitment is so deep that the self, the 
part of him that focuses on his own well-being, almost disappears. 

Continued on next page 
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Character, Continued 

  
Strong Will In Chapter One, you learned that the leader’s iron will is what overcomes 

friction.  In tough situations, courage, integrity, and unselfishness are not 
enough; a strong will is needed. 
 
The leader must have the conviction to press on and get the job done.  The 
leader makes it happen.  He does this through his strong will and 
perseverance.  General Vandegrift noted the following in the Pacific 
Campaign in 1944: 
 

…there comes a point in every close battle when each commander 
concludes that he is defeated.  The leader who carries on wins. 

 
and 
 

Positions are seldom lost because they have been destroyed, but almost 
invariably because the leader has decided in his own mind that the position 
cannot be held. 

   
Will of Lt Sijan Lieutenant Lance Peter Sijan, USAF, provided an example of indomitable 

will after being shot down during the Vietnam War in 1967.  Ejecting from 
his burning F-4 over an undeveloped region of Laos, Lieutenant Sijan broke 
both legs as he crashed through the jungle canopy.  Eluding enemy patrols, he 
crawled backward through the jungle for six weeks. 
 
He maintained a degree of strength by eating slugs, insects, and leeches off 
his legs and drinking rainwater.  After being captured, he escaped two times 
with both legs in homemade splints, killing his guard with his bare hands 
during his first escape.  Recaptured a third time on Christmas Day, he was 
taken to Hoa-Lo prison where he later died under torture. 
 
According to fellow prisoners, Lieutenant Sijan never broke during 
interrogation.  Lieutenant Sijan’s extraordinary heroism was a inspiration to 
his fellow prisoners. 

Continued on next page 
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Character, Continued 

  
Will for 
Independent 
Action 

War demands another kind of will—the will for independent action.  A 
person must possess a strong will to accept the responsibility and the 
consequences of making independent decisions. 
 
On a regular basis, maneuver warfare tactics demand independent action from 
leaders at every level as well as from individual Marines.  A true test of a 
leader’s strength of will is his ability to make independent decisions and act 
on them. 

  
Decisiveness �� War requires leaders to make difficult decisions.  Frequently, the leader 

must act despite insufficient or incorrect information. 
 
�� He must also take risks.  The course that yields a brilliant victory is seldom 

obvious or easy. 
 
�� The Marine Corps doctrine of maneuver warfare puts special emphasis on 

the need to make clear and unambiguous decisions.  Decisiveness is central 
to choosing a focus of effort. 

 
�� Focusing your efforts to achieve a decision in battle requires you to make 

hard decisions—where to concentrate your efforts and where to take major 
risks.  Such decisiveness comes only to leaders with strong character. 

 
�� This is why Field Marshall von Hindenburg said, “An operation without a 

focus of effort is like a man without character.” 

Continued on next page 
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Character, Continued 

 
Humility The humble man exudes confidence in a quiet, unpretentious way.  He 

accepts criticism well and subordinates his ego for the benefit of his unit.  
Until he makes a decision, he is open to ideas from subordinates. 
 
The opposite of humility is arrogance, a dangerous quality in leaders.  The 
arrogant Marine is close-minded while believing everyone and everything 
revolves around him or her.  Marines are particularly vulnerable to arrogance 
because of the Corps’ proud heritage as an elite fighting force. 

   
Arrogance of 
Reputation 

Some Marines cannot accept criticism well because their arrogance from 
“living off of their reputation” gets in the way.  You must constantly guard 
against arrogance and prevent it from taking hold in your unit.  Arrogance 
prevents self-improvement. 

  
Gen Lee 
Example 

Gen Robert E. Lee was a man of great humility.  In R. E. Lee, Douglas 
Southall Freeman describes this quality in the character of a man revered by 
those who fought beside him: 
 

“…He did not covet praise.  Blushing to receive it, he assumed that others would 
blush when he bestowed it, and he spared what he thought were their feelings, 
though no man was quicker to appreciate and, at the proper time, to acknowledge 
the achievement of others.  Place and advancement never lured him, except as 
promotion held out the hope of larger opportunity and better provision for his 
family.  …No man was more critical of his own performance because none 
demanded more of himself.” 

 
And in his very own words, Gen Lee exposes his own humility. 
 

“…The gentleman does not needlessly and unnecessarily remind an offender of a 
wrong he may have committed against him.  He cannot only forgive, he can forget; 
and he strives for that nobleness of self and mildness of character which impart 
sufficient strength to let the past be but the past.  A true man of honor feels humbled 
himself when he cannot help humbling others.” 

Continued on next page 
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Character, Continued 

 
Other Traits Courage, integrity, unselfishness, commitment, strong will, decisiveness, and 

humility are not the only traits of strong character.  They are however the 
most important. 
 
Other traits such as justice, loyalty, and self-control, also contribute to 
character.  You may also notice other traits of character in leaders you know 
personally. 

  
Developing 
Positive Traits 

Character is not developed overnight.  It is a long process, beginning early in 
life.  The family, church, school, and other positive influences in a Marine’s 
upbringing instill good character traits. 
 
However, modern society also imposes some negative influences on character 
development.  Many of today’s Marines grew up in a lax moral climate where 
delayed gratification and self-sacrifice were the exception not the rule.  
Modern values, such as materialism and selfishness, work against good 
character development. 

  
Burden of 
Character 
Development 

Although recruit training does much to counteract these negative influences, 
12 weeks is not enough time to completely reform a recruit who has spent 18 
or more years in a morally permissive environment. 
 
The burden of character development falls on you the leader.  Character 
development is a process that must continue throughout each Marine’s career. 

 
Leaders Set 
Examples 

You have seen Marines who set outstanding examples of good strong 
character.  Showing absolute integrity in enforcing standards, they maintain a 
clear sense of right and wrong, while never compromising their principles. 
 
Possessing moral courage, they speak up when they disagree.  Being honest, 
they counsel subordinates with candor.  Their character allows them to make 
clear decisions. 

Continued on next page 
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Character, Continued 

 
Good 
Leadership 

Good leaders always strive to better themselves and accept criticism well.  
They have sincere concerns for the mission and their fellow Marines.  Their 
self-confidence and enthusiasm motivate other Marines to do their best. 
 
Marines with these qualities are invaluable.  In combat, they are invaluable 
because they inspire men to accomplish what otherwise would not be 
possible.  Character is the source of all good leadership. 
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Military Competence 
  

Two Categories Although character is the most important of the leader’s qualities, it is not the 
only one.  In addition to strong character, a good leader must be militarily 
competent. 
 
Usually, military competence is broadly divided into two categories, tactical 
proficiency and technical proficiency. 

  
Tactical 
Proficiency 

Tactical proficiency is a leader’s ability to identify the key elements of a 
particular problem and develop a solution for that problem. 
 
A leader’s tactical decision making in the Marine Corps follows two basic 
and fundamentally different approaches, analytical decision making and 
recognitional decision making.  These approaches are based on two factors, 
individual preference and situations that are faced. 

  
Analytical 
Approach 

In the analytical approach to decision making, the leader compares multiple 
options concurrently to develop the “optimal” solution result.  As a result, 
analytical decision-making tends to take more time, requires more 
information, and relies more on the reasoning ability of the leader, rather than 
his experience. 

  
Recognitional 
Approach 

In the recognitional approach to decision making, the leader relies on his 
intuitive ability to assess the situation and apply a resolution based on 
experience.  The recognitional approach is consistent with the Marine Corps 
maneuver warfare doctrine.  War is ultimately an art and not a science, 
meaning there is absolutely no correct answer for any problem. 
 
The recognitional approach works on the assumption that, using judgment 
gained from experience, the leader will generate a workable first solution.  
Therefore, he does not need to generate numerous options. 

Continued on next page 
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Military Competence, Continued 

  
Essence of a 
Situation 

Tactical proficiency separates real leaders from those who merely look like 
leaders.  In some ways, tactical proficiency is the toughest challenge a leader 
faces. 
 
Each military situation is different, requiring its own solution.  You as a 
leader cannot follow a fixed pattern or scheme always doing the same thing 
according to a recipe or checklist. 
 
If you do, the enemy will quickly learn your pattern and turn it to his 
advantage.  You must be able to see the essential elements in each situation, 
then devise a new and different solution for that specific situation. 
 
Great commanders like Napoleon, von Moltke, Grant, Patton, and Zhukov are 
distinguished from more ordinary leaders by their ability to see the essence of 
a situation at a glance and strike directly at the enemy’s most significant 
weakness. 

  
Tactical 
Competence 

Tactical competence requires knowledge—knowledge of yourself, your 
tactical doctrine, and your enemy.  Knowledge and experience provide the 
reference points in tactical decision making. 
 
A leader needs a sound, knowledgeable base with which to make good 
tactical decisions.  Therefore, it is important for you to broaden your military 
knowledge by studying the experiences of others. 
 
This is one reason the Commandant established a professional reading 
program for all Marines.  The greater your knowledge, the better your 
decisions will be. 

Continued on next page 
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Military Competence, Continued 

  
Choosing 
Among 
Alternatives 

But knowledge alone is not enough.  Tactical competence also requires good 
judgment; this means the ability to choose from among various alternatives 
when deciding what to do. 
 
Military judgment is developed through experience.  You must place yourself 
and your subordinates in tactical scenarios, make decisions, and then critique 
the results. 
 
You can do this through map and sand table exercises, war games, terrain 
walks, and free-play field problems.  Developing good judgment is crucial in 
peacetime; you will need it when you go to war.  Without good judgment, you 
cannot be tactically competent. 

  
Foresight Finally, to achieve tactical proficiency, the Marine leader must see the larger 

situation.  You as a Marine leader must see how your actions relate to the 
company/battalion efforts. 
 
You must be able to look beyond your immediate action, engagement, or 
battle and see how it fits into the larger picture of your force’s mission.  Only 
then can you make good decisions about what to do in and after your own 
fight. 
 
For this reason, maneuver warfare tactics emphasize understanding the 
commander’s intent two levels up.  You must be able to look up and relate 
your plans and activities to those of the echelons above you. 

  
Technical 
Proficiency 

Technical proficiency consists of the techniques and skills learned through 
drill and practice.  Examples of techniques include operating weapons, 
communicating orders, and assaulting enemy positions.  Compared to tactical 
proficiency, technical proficiency is relatively easy to determine and measure. 

Continued on next page 
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Military Competence, Continued 

  
Technical Skills A leader’s technical skills can be broadly divided into two categories.  First, a 

leader must be able to perform a number of techniques and procedures 
according to his billet. 
 
For example, to train his company well, a rifle company commander must be 
able to read a tactical map and communicate orders to his platoon 
commanders.  He must also know the characteristics of the Javelin (range, 
etc.), because there will be times when he is responsible for the employment 
of a squad or section attached to his company. 

  
Subordinates’ 
Skills 

Second, the leader must know at least some techniques performed by his 
subordinates so he can properly supervise them.  For example, a rifle 
company commander need not be able to personally crew a 60mm mortar to 
MCCRES standards.  However, to properly supervise the Marines who 
perform these tasks, he does need to know the weapon’s firing characteristics 
and maintenance procedures to properly supervise the Marines who perform 
these tasks. 

  
Skills and 
Judgment 

All professions require both tactical and technical ability.  A surgeon must be 
technically competent with his surgical instruments, and he must also 
approach each operation uniquely, as no two are exactly the same.  A lawyer 
must know courtroom procedures, and he must also have the flexibility to 
adjust his plan as the case develops. 
 
Similarly, you must know skills and procedures in addition to the knowledge 
and judgment used to apply them. 

Continued on next page 
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Military Competence, Continued 

  
Demand for 
Proficiency 

Because Marine leaders often change jobs, the challenge to become both 
tactically and technically proficient is a demanding one.  When you assume 
leadership of a unit, your subordinates do not expect you to know everything 
about your job right away. 
 
However, they do expect you to learn quickly, or they will lose confidence in 
you.  Everyone wants to hire a surgeon who can operate; everyone wants a 
lawyer who can defend a case.  Similarly, every Marine wants a leader who is 
both technically and tactically proficient. 
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Conclusion 
 

Character and 
Competence 

Character and competence are the two most important characteristics in a 
leader.  To be an effective leader of Marines, you must have both.  Having 
one without the other will render you ineffective.  Although you may be the 
greatest tactician since Rommel, if you lack the nerve and will to see your 
plan through, you won’t accomplish the mission. 
 
Similarly, you may have the character and strength of will of the defenders of 
Bastogne, but if you lack military judgment and competence, you will lead 
your unit into another charge of the Light Brigade.  Your Marines will be, as 
was said of the British Army during the First World War, “lions led by asses.” 

  
Full-Time Duty Developing your character and competence as well as that of your 

subordinates is one of your most important duties.  It is not a duty you can 
take up when you come in the hatch in the morning and drop when you go 
home at night. 
 
This duty must guide and be part of everything you do, 24 hours a day, 7 days 
a week.  In fact, this duty must become a central part of what and who you 
are. 
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APPENDIX C 

Readings 

  
Articles �� Bevilacqua, Allen C., Maj, USMC. “What ‘Taking Care’ Can Do.”  

Marine Corps Gazette, Sep 1995: 31.  In this article Maj Bevilacqua talks 
about taking care of your Marines.  There are several traits and principals 
applied.  What are they, and do you believe they are important? 

 
�� Krulak, Charles C, Gen, USMC.  “Marine on Marine.”  Marine Corps 

Gazette, Oct 1994: 23.  Colonel Alexander seems to stress the training 
conducted prior to the assault of Iwo in detail.  Do you believe that this 
kind of training could still pay dividends in future wars? 

 
Note:   All articles reproduced courtesy of the Marine Corps Gazette. 
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It was a long time ago 

that I taught leadership at 
Drill Instructor School, 
MCRD San Diego. 
Nevertheless, the interest 
remains, and it was only 
natural that upon opening 
my February issue of the 
Gazette, I turned first to, 
Taking Care of Our Own: A 
Leadership Imperative, 
coauthored by Cols John P. 
Glasgow and David W. 
Haughey. I would like to 
congratulate them both for a 
finely crafted, highly 
germane article, and a trip 
back in memory over nearly 
40 years. 

It was early February 
1955 after an interminable 
trip across the Pacific, my 
most enduring memory of 
which is being constantly 
hungry. The USS Montrose 
stood at dockside at 
Yokohama. As I filed down 
the after brow, seabag on 
one shoulder, M-1 rifle on 
the other, I carried in the 
breast pocket of my utility 
jacket an IBM card 
informing me I was 
assigned to the 3d Marines 
at a camp called Fuji. 

There was an hour or so 
of milling about on a 
railroad platform first, 
while a thin, cold rain was 
sent slanting along by a 
gusty wind in the 
deepening darkness of early 
evening. We got cold; we 
got wet; and we worked 
ourselves up into a fine 
state of classic Marine gum 
beating before loading 
aboard the third-class cars 
of a wheezing Japanese 
train. The wooden seats 
were no rivals for the 
accommodations I had 

enjoyed aboard the Super Chief on 
my cross-country trip to the west 
coast, but at least the interior of the 
car was dry. Some thoughtful soul 
had even provided box lunches. The 
bread was not too stale, and the 
bologna and cheese not too 
desiccated. 

Eventually, after miles of 
darkened fields and the misty lights 
of infrequent small villages, the train  
ground to a halt at the railroad 
station at Gotemba, a town a good 
bit larger than anything we had 
passed since leaving Yokohama, 
hours earlier. It was getting late by 
then, close to 2200, and it was even 
later by the time the sorting out 
process had been completed and my 
name had been called along with a 
hundred odd others as being further 
assigned to 3d Battalion, 3d 
Marines. I clambered into the back 
end of a canvas-covered 6x6 and 
settled down to watch the ribbon of 
wet gravel roadway unwind into the 
darkness behind us. I must have 
dozed off, because in what seemed 
like a very short while the small 
convoy turned into the gate of 
Middle Camp Fuji, an old Japanese 
Army barracks nestled up against 
the crossroads hamlet of Itazuma. 
Shortly after that, things began 
looking up. 
 The first stop was the mess hall, 
where a hot meal awaited us. These 
were not warmed over remnants 
from that day's evening chow, but a 
freshly prepared, piping hot dinner, 
with no quibbling over seconds. It 
was, by my reckoning, the first real 
meal I had eaten since departing 
Camp Pendleton to go aboard ship. 
If first impressions mean anything, 
3d Battalion, 3d Marines was 
making a good one on one hungry 
sergeant. 

The next step in the joining 
process was just as favorable. One 
end of the mess hall had been given 
over to the mechanism of checking 
in, with representatives from every 

necessary activity on hand to 
facilitate the process. From having 
my orders endorsed and turning in 
my pay records to finding myself 
assigned to Weapons Company was 
accomplished with all the ease of one  
of those old push-pull, click-click 
razorblade ads. The entire business 
of checking in, which can send a 
newly arrived Marine trudging all 
over the landscape searching for 
places he has no idea of where to 
find, took little more than a half-
hour. 

It was just about then that another 
sergeant stepped up and introduced 
himself. He was, he explained, my 
sponsor, a machinegunner like 
myself, and if I would follow along 
he would see to getting me settled in. 
A short walk brought us to the 
Weapons Company barracks, where 
my guide lead me to the sergeant’s 
quarters. The bunk that awaited me 
had been freshly made up. There was 
a locker box beneath it and a double 
wall locker beside it. Regular chow 
was at 0600, my sponsor informed 
me, but it was already pretty late, so 
he and I would go to late chow at 
0730. My last thought before falling 
asleep was that this might turn out to 
be a pretty good tour of duty. 

After chow the next morning, I 
was introduced to the first sergeant, 
who took me in to see the company 
commander, Capt Ralph M. Head. 
The welcome I received from both of 
them was hearty, warm, and sincere. 
I was greeted in no lesser fashion by 
my new platoon leader, Lt Robert 
MacKenzie, and my platoon 
sergeant, GySgt D. I. Hicks. I was, 
they told me, to be the second section 
leader, and in a quick hour of 
snapping-in, each laid out for me all 
the many things a new arrival would 
want to know. I left my first 
encounter with my immediate 
superiors with a pretty good picture 
of the state of the unit, its goals and 
standards, and its upcoming schedule 
of events. 

What ‘Taking Care’ Can Do 
 

by Maj Allan C. Bevilacqua, USMC(Ret) 
 

Memories of long ago and how leadership, attention to detail,  
and caring can make all the difference in the world.
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Later that day there was 
the inevitable issue of 
782-gear. Neatly laid out on 
a long table in the supply 
shed were stacks of 
individual equipment, one 
for each new member of the 
company. The equipment 
was without exception clean 
and serviceable. All that was 
needed on my part was to 
inventory my gear and sign 
the NAVMC Form 782 atop 
it. Somebody, it was 
obvious, had gone to a lot of 
trouble to make something 
that was traditionally a pain 
in the rump a pleasantly 
effortless experience. 

The same assimilation 
process was extended to the 
battalion level, where for 
the next two days we new 
guys were briefed on every 
aspect of the battalion’s 
way of life. For each of 
those days my sponsor 
dogged my heels, there to 
answer the million and one 
questions any Marine has 
upon joining a new unit: 
Where’s the PX? The 
barbershop? The laundry 
and dry cleaner? What’s the 
scoop on liberty around 
here? What’s the yen-to-
dollars exchange rate? My 
sponsor was never without 
an answer. He was a 
stranger then. Today, 
despite the more than 2,000 
miles between us, he 
remains one of my most 
cherished friends. 

So it was that I became a 
member of Weapons 
Company, 3d Battalion, 3d 
Marines, 3d Marine 
Division. A nice 
reminiscence? Yes, 
assuredly. But so much 
more. There was something 
there to be learned, 
something I never forgot, 
something I myself tried to 
apply for the remainder of 
my career. 

From the time I entered the gates 
of Middle Camp Fuji, I was made to 
feel that I was a valued member of 
my new military family that I was 
among friends and relatives, that I 
was home. Everyone, from my 
battalion commander to my platoon 
sergeant, demonstrated by word and 
deed that to them I was a human be-
ing, not a commodity, and that they 
appreciated me as a fellow Marine. 
No one babied me, no one coddled 
me. I was assimilated into the unit, 
quickly and efficiently, but always in 
a manner that recognized my 
humanity. I was made to feel that I 
belonged. Three days after joining 
the battalion, I knew that I was a full 
fledged member of my military 
family. It was a good feeling, a 
feeling every Marine needs to have, a 
condition every bit as beneficial for 
the unit as it is for the individual. 

Well, that was a long time ago. In 
the 25 years that lay between those 
days at Middle Camp Fuji and my 
retirement there were a lot of 
transfers, a lot of new units to join, to 
serve in. Of them all, the one that 
will always have a special place in 
the logbook of my memories is 
Weapons Company, 3d Battalion, 3d 
Marines, 3d Marine Division. 

Is there a moral here? Yes, there 
certainly is. It is a very simple moral. 
It can be summed up in two 
sentences. Take care of your 
Marines. If you do this, there is 
nothing your Marines will not do for 
you. 

 
 

 
Maj Bevilacqua is a frequent 
contributor to the Gazette.
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Marine on Marine 
By Gen Charles C. Krulak 

 
Treating Marines with dignity has always been a fundamental part of the  

Corps, and the current Commandant intends to keep it that way. 
 
 

The Marine Corps takes great 
pride in its ability to transform your 
men and women into United States 
Marines. There is a special bond 
that unites us, a unique spirit that 
makes us a family, and a fierce love 
of our fellow Marine that defines 
us. These are the characteristics of 
United States Marines. It has 
always been so. It will always be 
so. Such characteristics explain 
why Marines are willing to risk 
death or injury in order to take care 
of each other. Our finest moments 
have reflected this mutual esteem. 
Marines, in units small and large, 
have accomplished truly 
extraordinary deeds, fighting side 
by side, motivated by the 
determination to win and to never 
let each other down. Every Marine 
should, therefore, be appalled to 
encounter anyone who thinks there 
can be any place in our Corps for 
the hazing of Marines, the creation 
of ad hoc rites of passage, the 
condoning of physical punishment 
as a leadership technique, or 
promotion of hate group 
philosophies. Marine Corps policy 
on this type of behavior is perfectly 
clear it is unacceptable and will not 
be tolerated. 

Marines who join a unit or are 
promoted will be welcomed and 
congratulated, not mistreated and 
degraded. Marines earn their title 
upon graduation from boot camp or 
when they are commissioned not 
before, not after. Recruit Training 
and Officer Candidates School are 
the only rites of passage authorized 
to be conducted by Marines. The 
act of reaffirming the enlistment or 
commissioning oath and 
congratulating Marines on their 
promotion by shaking their hand 
will not be augmented by "pinning 

on" chevrons or "nailing blood 
stripes." Hazing leads to 
abusiveness, brutality, and 
humiliation. No Marine should 
expect or accept such an attitude or 
treatment from fellow Marines. 

Marines are known throughout 
the world for iron discipline 
instilled and maintained through 
positive leadership.  Those who 
would consider the use of physical 
punishment to instill or reinforce 
discipline do not understand who 
we are and what we owe our 
Marines. Leaders who resort to 
physical violence against other 
Marines forfeit their moral 
authority. From that moment on, 
leadership is defined physically, 
and authority reaches no further 
than the arm can reach and the 
Marines' willingness to tolerate 
mistreatment. Neither the reach nor 
the tolerance will last long. It is 
that simple. Anyone who thinks the 
threat of pain or indignity will 
somehow cause someone to toe the 
line is not really thinking about 
what leadership means or about the 
leadership challenge in combat. 
Does a leader who thrashes or 
thumps people to get them to 
perform really believe that they are 
somehow made more likely to lay 
their lives on the line? Is the threat 
of a punch in the jaw going to 
make someone charge a 
machinegun nest or give 110 
percent in preparing for an 
inspection? Hardly. This type of 
behavior is a clear violation of our 
special trust and confidence. 

My desire to reduce un-
programmed personnel attrition 
(non-EAS attrition) does not mean 
we will tolerate nonperformers. 
Marine Corps standards are high 
and will remain so. For those who 

do not respond to positive 
leadership, there is machinery in 
place to remove them. While I am 
looking at ways to reduce the 
number of Marines unable to 
complete their enlistments, it is not 
my intent to preclude commanders 
from expeditiously discharging 
those not fit for service in our 
Corps. 

Marines exist to defend the 
Constitution against all enemies, 
foreign and domestic. The racist or 
violently militant causes advocated 
by some groups run directly 
against the core values that guide 
every Marine. On the battlefield, 
every Marine's blood is red. Fair 
and equitable treatment is the 
standard for all Marines. As we all 
know, gangs and hate groups 
prosper when sound, active 
leadership does not exist. Indeed, 
it is well established that these are 
often substitute "families" for 
people who feel rejected and 
alienated by parents, teachers, and 
those who should be mentors. 

The Marine Corps knows 
exactly where to draw the line on 
hazing, physical punishment, and 
hate groups. No Marine should 
ever be subjected to such 
behavior. No Marine should ever 
participate in such activities. 
Every Marine must strive to 
maintain our core values of 
courage, honor, and commitment. 
Every leader must ensure Marines 
are treated with dignity, care, and 
concern. Marines treat each other 
as Marines. If not, once this line is 
crossed, the climate throughout 
the unit is affected esprit, 
motivation, teamwork, trust, and 
confidence all suffer. 

Treating Marines with dignity 
has always been a fundamental 
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part of our Corps. In the Marine 
Corps Manual of 1921, MajGen 
John A. Lejeune, the 13th 
Commandant, used such words as 
"comradeship" and "brotherhood" 
to describe how Marines should 
treat each other. Gen Lejeune said 
that the relationship between 
senior and junior Marines should 
be the same as that between 
teacher and scholar and that "it 
should partake of the nature of the 
relation between father arid son." 
While the Corps of 1996 and 
beyond is, in many ways, different 
from Gen Lejeune's, his concept 
of leadership is as applicable 
today as it was then. For more 
than 220 years, the strength of our 
Corps has been that bond of trust 
between Marines whose lives 
depend upon each other. There is 
no more important task for any 
Marine than living up to this 
sacred trust embodied in our 
motto, Semper Fidelis. 

 



 

 

 



MCI Course 8105 4-1 Chapter 4 

CHAPTER FOUR 

KNOWING YOUR MARINES 

Introduction 
   

Estimated 
Study Time 

45 minutes 

  
Scope This chapter is designed to assist you, the leader, in gaining a better 

understanding of the Marines you will lead.  It starts by helping you to better 
understand yourself and continues by talking about building cohesiveness and 
preparing your Marines for combat.   

  
Learning 
Objectives 

After completing this chapter, you should be able to 
 
�� Identify four ways to build unit cohesion. 
 
�� Identify the definition of a leadership philosophy. 
 
�� Identify the importance of having a philosophy of leadership. 
 
�� Identify the techniques for improving training. 
 
�� Identify two basic types of discipline. 
 
�� Identify steps to reduce stress. 

Continued on next page 
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Introduction, Continued 

 
In This 
Chapter 

This chapter contains the following topics: 

Topic See Page 
Introduction 4-1 
Build a Cohesive Unit 4-3 
Style and Temperament 4-6 
Know Your Leadership Philosophy 4-8 
Make Training Purposeful 4-11 
Prepare Your Men For Combat 4-14 
Develop Subordinate Leaders 4-15 
Instill Discipline 4-17 
Combat Leadership Techniques 4-21 
Reduce Acute Stress 4-24 
Motivate Your Marines 4-26 
Conclusion 4-30 
Appendix D D-1 
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Build a Cohesive Unit 
  

Unit Cohesion Unit cohesion is a powerful force in battle.  French theorist, Ardent du Picq, 
noted: 
 

“Four brave men who do not know each other will not dare 
attack a lion.  Four less brave, but knowing each other well, 
sure of their reliability and consequently of mutual aid, will 
attack resolutely.” 

  
Common Bond 
of “Marine” 

In the Marine Corps, unit cohesion comes from many sources.  As American 
fighters, Marines feel allegiance to their country and its cause.  Marines fight 
for the idea of democracy because it represents a cause that is morally right. 
 
Marines also draw cohesive strength from the name “Marine” and all it 
represents.  As this nation’s elite fighting force, all Marines share a common 
bond. 
 
Marines also feel allegiance to their unit, division, regiment, battalion, 
company/battery, etc.  Each unit has its own heritage and customs that help 
bind its Marines together as a fighting force. 

  
Cohesion Day 
to Day 

The greatest cohesion is found in the smallest units:  the squad, section, and 
team.  Here, Marines are bound together in a group that functions as a team 
on a day-to-day basis. 
 
All Marines in the team get to know each other intimately.  Individual 
strengths, weaknesses, and personalities mesh together in a single unit. 
 
The cohesion in this group determines the fighting spirit of the company, 
battalion, regiment, and division.  Collectively, these bonds form a unit’s 
Esprit de Corps. 

Continued on next page 
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Build a Cohesive Unit, Continued 

  
Esprit de Corps Esprit de Corps depends on good leadership.  As the leader, you want to form 

your Marines into a tightly knit team. 
 
In combat, you want your Marines to draw courage from their bonds with 
each other.  Courage keeps men fighting in the face of enemy fire.   

  
Allegiance to 
the Team 

As S.L.A. Marshall noted, “In extreme danger the fear of failure in the eyes of 
peers keeps men fighting.”  However, this is actually true only in tightly knit 
teams.  This allegiance to the team is a valuable source of courage. 

  
Sound SOPs Cohesion works to your advantage in another way.  Experienced Marine 

teams fight well because each Marine becomes familiar with how his 
teammates work. 
 
Through practice, team members develop sound standing operating 
procedures (SOPs) and battle drills.  The Marines on the team learn to think 
alike tactically. 

  
“All-Star” 
Example 

The team principle is illustrated in sports.  For example, all-star teams usually 
do not perform well against teams that have played together regularly. 
 
Despite superior talent, all-star teams usually lose because they lack team 
experience.  In combat, as in sports, experience and teamwork make a big 
difference. 

  
Building 
Cohesion 

There are four ways you can build unit cohesion:  
 
�� Keep teams together 
�� Assign tasks to teams 
�� Use competition 
�� Challenge subordinates 

Continued on next page 
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Build a Cohesive Unit, Continued 

  
Keep Teams 
Together 

Break up teams only if you have no choice.  Don’t shift your Marines from 
one team to another just to fill billets. 
 
Keep teams together even if in the short term it means some teams will be 
over T/O while others are under.  Fighting power depends more on team 
cohesion than on whether all your billet slots are evenly filled. 

  
Assign Tasks to 
Teams 

Assign tasks to teams, not to individuals.  When possible, make it a habit to 
maintain unit integrity in all that you do.  For example, if you must fill a 
working party, keep the team together even if it means sending five men 
when only four are needed. 

  
Use 
Competition 

Combat is competitive by nature.  Strive to instill a competitive drive in your 
unit.  Competition makes teammates bind together.  Competition among units 
is healthy unless continuing antagonism develops. 

  
Challenge 
Subordinates 

Challenge your subordinates with tough training.  Facing adversity together 
as a team builds cohesion. 
 
This is particularly true when they succeed.  Some units develop squad or fire 
team reaction courses that test both combat skills and physical endurance.  
Such courses also build cohesion and esprit. 
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Style and Temperament 
  

Led by Lions “I waited and watched those Marines about to go into battle.  Some were 
standing watch, some readied equipment, some slept or rested, but all were 
quiet.  No nervous jabbering, no false bravado, no whining, no 
melodramatics…they were professionals. 
Most were teenagers; many far less than a year away from home; but they 
were seasoned by months of fighting with a determined enemy.  Despite 
their youth and their relatively short time in the Corps, they were as willing 
and professional as anyone who ever wore a uniform.  I was proud to be 
among them.” 

 
2nd Lieutenant Vic Taylor

  “H” Company, BLT 2/4
  at the Battle of Dai Do

  30 Apr–3 May, 1968
 

“An army of deer led by a lion is to be feared more than an army of lions 
led by a deer.” 

 
Philip of Macedon

  
Using 
Character and 
Competence 

By now, you should have a vision of what it takes to lead Marines.  First, you 
studied the extraordinary challenges presented by combat.  Then you saw 
what a difficult challenge it is for the peacetime leader to prepare for war. 
 
Finally, you learned what is necessary, both in character and military 
competence, to get the job done in war or peace.  Now, the question is, “How 
do you do it?” 

  
No Two the 
Same 

Your road to success as a leader will be unique and based on your personality, 
strengths, and weaknesses.  Every Marine’s leadership style differs.  
Although some traits and methods are common to all Marines, no two 
Marines lead exactly the same. 
 
For instance, it is difficult to imagine two leaders with such different 
personalities as the quiet and patient Robert E. Lee and the brash and 
cantankerous George S. Patton.  Yet both were remarkable leaders.  Your 
path to leadership success is based entirely on your own style and 
temperament. 

Continued on next page 
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Style and Temperament, Continued 

  
Genuine Style Your style of leadership must have one element—it must be genuine.  Trying 

to copy someone or act like someone else will not work.  Your troops will see 
right through this and lose respect for you. 
 
You cannot act the role of leader.  Strong character cannot be acted; indeed, 
no one with strong character puts on an act.  A leader who is weak, careerist, 
or a showman may sometimes fool his superiors, but he never fools his 
subordinates.  Such a person seldom succeeds in leading Marines in combat. 

  
Develop a 
Brand of 
Leadership 

While leadership ultimately comes from within, some time-honored methods 
can help you develop your particular brand of leadership.  If you have the 
strength of character and military competence to lead, the goals and 
techniques taught in this chapter should help you. 
 
Many of these techniques should already be in your leadership repertoire; 
others will be new to you.  You probably know other techniques not 
mentioned here that work for you.  Continue to use them.  Remember, your 
style of leadership is uniquely yours. 
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Know Your Leadership Philosophy 
  

Styles of 
Leadership 

All Marine leaders have a personal style of leadership.  Some leaders have a 
style that is little more than a collection of personal idiosyncrasies, reflecting 
no thought or philosophy. 
 
Such a style usually proves frustrating to subordinates because it is shallow, 
changes constantly, and often ineffective.  Other leaders have styles reflecting 
carefully thought-out philosophies that they clearly articulate to subordinates. 

  
What is a 
“Philosophy of 
Leadership?” 

If leadership is the art of getting things done through people, then your 
philosophy of leadership is your concept of how to do it.  It includes your 
standards and values, your concept of what is important, and the leadership 
qualities you seek to instill in subordinates.  In short, your leadership 
philosophy is your concept of how you want your unit to behave. 
 
A philosophy of leadership is important for three reasons. 
 
�� Trust and Confidence 
�� Frame of Reference 
�� Subordinate Initiative 

  
Trust and 
Confidence 

It builds trust and confidence among subordinates.  Your Marines follow you 
because they can see clearly what you want from them.  You leave no doubt 
in their minds about what must be done. 
 
This type of leadership allows everyone to see what you believe in.  You are 
always consistent.  For example, you do not want initiative one day and blind 
obedience the next. 

  
Frame of 
Reference 

Your leadership philosophy is a common frame of reference for everyone.  
Your Marines can adopt your goals as their own.  This provides your unit a 
unity of purpose.  Everyone can “sing from the same sheet of music.” 

Continued on next page 
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Know Your Leadership Philosophy, Continued 

  
Subordinate 
Initiative 

Your leadership philosophy makes subordinate initiative possible.  Like the 
commander’s intent in tactics, your leadership philosophy provides guidance 
to your unit in the absence of specific instructions. 
 
Without clear leadership philosophy, your subordinates will remain indecisive 
or prone to inappropriate and wasteful actions. 

  
Examine 
Yourself 
Honestly 

How do you develop your philosophy of leadership?  First, look at yourself 
and ask, “What kind of person am I?” 
 
Examine yourself honestly.  Ask and answer the following questions:  “What 
are my strong and weak points?”  “What are my goals?”  “What can I do 
best?”  “In what areas do I most need assistance from others?” 

  
Self and 
Leadership 
Perspective 

As you look at yourself from this leadership perspective, keep in mind what 
you learned in chapters two and three.  If the answers to the questions above 
are not consistent with the requirements of good leadership, then your first 
step probably will be to make changes in yourself or the way you operate. 
 
Remember no one is perfect, but the intelligent leader finds ways to 
compensate for his weaknesses. 

  
Subordinate 
Expectations 

Think about and decide how you want your unit to behave.  For example, do 
you want your subordinate leaders to check with you before making every 
decision, or do you want them to act on their own initiative based on your 
intent? 
 
If you want them to check with you before every decision, then you need to 
re-read MCI Course 8014, Introduction to Warfighting.  If you want them to 
act with initiative, then you must think through how to develop such behavior 
in them. 

Continued on next page 
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Communicat-
ing Leadership 
Philosophy 

Once you develop your philosophy, you must communicate it orally and in 
writing.  Your responsibility does not stop after you have communicated your 
philosophy once.  Communicating your philosophy is a continuous process. 
 
Your goal is to have your subordinates believe in your philosophy and adopt 
it as their own.  This requires constant effort on your part. 

  
Living That 
Philosophy 

Finally, and most importantly, you must live your philosophy.  Nothing 
destroys a leader more effectively than a difference between his words and his 
actions. 
 
The saying, “Do as I say and not as I do” does not work.  Your Marines will 
quickly see through the disparity between your actions and your words. 

  
Leading by 
Example 

The most powerful leadership tool you have is your example.  If you set the 
right example by consistently doing what your leadership philosophy calls 
for, your Marines will respect and follow you.  Your Marines will accept and 
act on your philosophy because they see you doing so. 
 
Actions speak far louder than words.  When your words and your actions 
carry the same message, the Marines you lead will recognize you as a genuine 
leader. 
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Make Training Purposeful 
  

Poorly Planned 
Training 

Nothing demotivates Marines more than dull, useless training.  Yet, all too 
often, you see Marines in the field doing nothing due to poorly planned 
training. 
 
To the small unit leader, large exercises are often a waste of time.  He sees 
large exercises as nothing more than high-level staff moving units around the 
training area like pieces on a chessboard. 

  
Battles Within 
Battle 

However, as a small unit leader, you can change this.  Although you may not 
be able to change the overall exercise, you can change what your unit does 
within the exercise. 
 
For example, during a lull in the play, set up a local engagement against an 
enemy unit or a neighboring unit or divide your unit. You might also divide 
your unit and fight among yourself.  You can conduct a “battle within the 
battle.” 

  
Taking 
Initiative 

If orders allow, take the initiative and seek out the enemy.  Do not sit idle 
waiting for orders. 
 
Remember, blaming poor training on “higher ups” is no excuse.  As a small 
unit leader, you are responsible for ensuring quality training for your Marines.  
If you use your imagination, you usually will be able to accomplish 
meaningful training. 
 

  
Orient Your 
Training 

As a leader of a Marine unit, you must orient your training with your wartime 
mission.  Too many leaders train their units exclusively in the skills they 
know best and ignore more important ones. 
 
For example, many leaders like adventure training (rappelling, rope bridging, 
etc.) because it’s fun and the leader knows it well.  However, few Marines 
ever rappel in combat!  A good leader will focus on the skills required in 
combat and not get sidetracked.  This type of training should be a tool in 
breaking up the monotony of standard training, but not be the primary focus. 

Continued on next page 
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Off-Hours 
Training 

Off base, during your down time, you can also do imaginative training.  Some 
Marines go to civilian-military war games, such as paint gun wars.  You may 
even be able to get paint guns for your unit. 
 
Similarly, MILES 2000 gear may be available for training, such as for squad-
level free play exercise. 

  
Three Points 
for Training 
Design 

As you design training, it is very important to remember the following: 
 
��If you tell or show a Marine something, he will probably forget it. 
 
��If you let the Marine have hands on training, they are more likely to 

remember it. 
 
��If you give the Marine a problem to think through himself, he will almost 

certainly learn, remember, and practice his solution. 

  
Gun Drill 
Example 

This is particularly important in teaching technical training like gun drill.  If 
you show or tell your Marines how to operate a machinegun, they will 
probably remember little. 
 
If you let each one load and fire the gun, more of them will remember how.  
But, if you put your Marines in a tactical problem in which they need to use a 
machinegun and then let them operate it to accomplish their mission, they 
will learn and remember how to use it correctly. 

Continued on next page 
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Training Goals Finally, keep in mind that your Marines must know what you consider 

important in training.  If you are concerned only with getting through the 
training schedule, they will adopt that attitude. 
 
They will not pay much attention to learning.  They will focus on the 
elements you stress but nothing more. 

  
Action, Not 
Words 

However, if you really want to train for combat, your Marines will see that 
too.  They will join you in the effort to take combat seriously and train for it. 
 
They will share your interest and your goal of training a unit that is ready to 
go into battle:  a unit that is well-trained, ready to fight, and prepared to win.  
In training, as in everything, your Marines will follow what you do much 
more readily than what you say. 
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Prepare Your Men For Combat 
  

“Steeling” For 
Combat 

Chapter one discussed how fear and stress affect Marines in combat.  If your 
Marines are insufficiently trained and educated, combat will be a brutal shock 
to them. 
 
Since you can’t use deadly force in training, you must find other ways to 
prepare or “steel” your Marines for combat.  Let’s look at a few useful ways 
to do this. 

  
Simulate the 
Battlefield 

First, your training should simulate the battlefield as closely as possible.  You 
want to create noise, smoke, confusion, and simulated casualties so your 
Marines must make decisions and take actions in an environment as close to 
real combat as possible. 
 
You should “fight” tanks at close quarters.  Gas chamber training is also 
valuable; it provides a sense of terror when the mask is removed and choking 
begins. 

  
Football 
Example 

Use smoke pots, boobytraps, and artillery simulators whenever you can.  
Sometimes football coaches do something similar when preparing for a game.  
During practice, loudspeakers are placed on the sidelines to simulate crowd 
noise while the quarterback is calling signals. 

  
Educate About 
Mental Stress 

Second, you must educate your Marines about the mental stress in combat.  
You should have them read books like The Forgotten Soldier and Men 
Against Fire to gain insight into the tremendous stress inherent in combat. 
 
Have your Marines watch films of men in real combat so they can see and 
hear what it’s like.  Bring in combat veterans to talk about their combat 
experiences.  All these experiences can give your Marines a valuable picture 
of the mental and emotional strain of combat. 

 
Creative 
Combat 
Training 

Finally, use your own imagination to introduce into training the stress of 
combat.  This does not mean brutalizing your Marines, nor can you allow 
unsafe training.  But you and your Marines can think of many ways to make 
training more realistic in terms of fear and stress.  Be creative! 
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Fundamental 
Responsibilities 

For any leader, one of the most fundamental responsibilities is to develop his 
subordinates.  Maj Gen John A. Lejeune, 13th Commandant of the Marine 
Corps, wrote: 
 

“The relation between officers and enlisted men should in no sense be that 
of superior and inferior nor that of master and servant but rather that of 
teacher and scholar.  In fact, it should partake of the nature of the relation 
between father and son, to the extent that officers, especially commanding 
officers, are responsible for the physical, mental, and moral welfare, as 
well as the discipline and military training of the young men under their 
command who are serving the nation in the Marine Corps.” 

  
Biweekly 
Officer 
Training 

In the German army, commanders at every level are expected to spend at least 
one-third of their time developing their subordinates.  One commander of the 
9th Marines, Col Tony Zinni, ran officers’ school for his regiment twice a 
week, teaching all the classes himself. 
 
Col Zinni’s top priority was developing his subordinates.  The colonel knew 
that if war came, the regiment’s success depended at least as much on his 
subordinates as on him. 

  
Instill Traits What does developing your subordinates mean?  How do you do it? 

 
From chapter three, you know your greatest responsibility is to develop 
character in your Marines.  You want to instill in them traits like courage, 
unselfishness, and decisiveness—traits Marines need to lead successfully in 
peace and war.  How can you do this? 

  
Departure 
From Assigned 
Mission 

You should always look for situations that test and develop the character traits 
discussed in chapter three.  For example, one way to develop courage is to put 
the subordinate leader in a situation in which he must depart from the 
assigned mission to accomplish your intent.  You should also hold leadership 
classes in which you and your subordinates study successful leaders and their 
traits.  This teaches subordinates why good character traits are important. 

Continued on next page 
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Teach By 
Example 

However, keep in mind that the most useful tool for teaching character is your 
personal example.  You cannot develop the character of your subordinates if 
you “cut corners” on integrity, lack the courage to speak candidly, or demand 
“zero defects.”  The technique “do as I say, not as I do” does not work. 

  
Develop 
Tactical Ability 

You must also develop technical and tactical ability in subordinate leaders.  
Of these, tactical decision-making is probably the most challenging.  Develop 
this ability by placing leaders in situations that require their decisions. 
 
You can do this through map exercises, war games, terrain walks, and tactical 
field exercises.  These exercises are important because they teach your 
subordinates how you think, developing their ability to think tactically. 

  
Subordinates 
and 
Commander’s 
Intent 

Whenever mission orders are used, thinking subordinates are very important.  
Let’s consider the mission order for a moment.  The centerpiece of your 
order, the commander’s intent, is more than a short paragraph in the operation 
order. 
 
The commander’s intent paragraph contains the mutual understanding, built 
over time through familiarity and day-to-day experience, between you and 
your subordinate leaders.  The leader must develop his subordinates to think 
and act with the context of that order and what it represents. 

  
Consistency In 
Leadership 

Your relationship with your subordinates is important.  Together, you must 
build confidence in each other’s ability, based on familiarity and mutual 
respect.  You must also develop a common purpose and a common set of 
standards so your unit is led with consistency. 
 
However, this does not mean you should give all your subordinate leaders the 
same latitude for initiative.  Some will act properly with minimal guidance 
and supervision; others will need more guidance and supervision to 
accomplish what you want.  In any case, you are responsible for developing 
initiative in all your subordinate leaders, regardless of their ability. 
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Instill Discipline 
  

Discipline and 
Combat 

Marines are noted for their strong sense of discipline.  The Corps prides itself 
on its discipline for good reason. 
 
Few qualities are more important for winning in combat.  Without discipline, 
a military force is little more than an armed mob. 

  
Standards and 
Boundaries 

What is discipline?  It is the order that comes from adhering to certain set 
standards.  Discipline is staying within certain boundaries—boundaries that 
limit how you behave.  The standards and boundaries reflect what experience 
has taught us is necessary to be effective and successful. 

  
Imposed 
Discipline 

There are two basic kinds of discipline: imposed discipline and self-
discipline.  You probably easily remember the imposed discipline of boot 
camp or OCS. 
 
Your drill instructor told you what to do and made sure you did it.  He looked 
over your shoulder constantly and made you behave according to the rules.  In 
earlier times, imposed discipline was the main type of discipline used in the 
military. 
 
Both first- and second-generation warfare tactics relied on imposed discipline.  
For example, the soldier in the Prussian Army of Frederick the Great was 
taught to fear his sergeants more than he feared the enemy.  The only 
response required of the soldier was blind obedience. 

  
Third 
Generation 

The arrival of third or maneuver warfare generation (current Marine Corps 
doctrine) brought change.  Blind obedience was no longer enough.  This 
third-generation warfare relies on self-discipline for success.   

Continued on next page 
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Limits and 
Bounds 

It demands that Marines at every level take the initiative to support the 
commander’s intent.  Marines who merely obey blindly will not be able to 
take initiative and act without instructions.  Maneuver warfare demands that 
Marines of every rank exercise the self-discipline to act with initiative and do 
so within the bounds set by the focus of effort, mission, and commander’s 
intent. 
 
Limits and bounds must be accepted by every Marine; they are what keeps 
initiative from resulting in fatal disorder.  The bounds set by the focus of 
effort, mission, and commander’s intent are the tools of discipline in 
maneuver warfare tactics, and Marines must discipline themselves to act 
within them. 

  
Apply Self-
Discipline 

To develop the self-discipline required by maneuver warfare, you must 
practice applying self-discipline in every situation.  If discipline is the order 
that comes from adhering to certain set standards and staying within certain 
boundaries that limit how you behave, then self-discipline personally adheres 
to those standards and keep your behavior within those bounds. 
 
Don’t wait for someone else to impose high standards of discipline on you.  
Develop self-discipline and uphold those high standards for yourself. 

  
Instill Self-
Discipline 

What does this mean for you, the Marine leader?  It means that one of your 
main goals must be instilling self-discipline in your Marines.  Of course, that 
begins with instilling self-discipline in yourself. 
 
Here, as everywhere, your actions speak louder than your words.  If you 
cannot instill self-discipline in yourself, you cannot expect your Marines to 
discipline themselves. 

Continued on next page 



MCI Course 8105 4-19 Chapter 4 

Instill Discipline, Continued 

  
Self-Discipline 
From Imposed 

Using imposed discipline is sometimes necessary in training, but it must 
always be used as a tool to develop self-discipline.  You can use imposed 
discipline to develop self-discipline by 
 
Building a sense of shared responsibility by explaining why behavior is 
required 
 
Developing good habits by setting high standards of conduct and performance 

  
Shared 
Responsibility 

First, explain to your Marines why they must do something.  The explanation 
provides the Marines with the reasoning or purpose behind the required 
behavior. 
 
This helps build one of the most important elements of self-discipline—a 
sense of shared responsibility for accomplishing the mission or task.  If a 
Marine can envision the result of his action or his failure to act, he has a tool 
for disciplining himself. 

  
Set Standards Second, establish high standards of conduct and performance for your 

Marines.  If you impose discipline by setting high standards and demanding 
your Marines meet them, your Marines will respond by developing good 
habits (self-discipline).  In this case, the imposed discipline becomes self-
imposed discipline when the Marine develops the good habit. 
 
A good example is the Marine who always cleans his gear when he returns 
from the field before going on liberty.  At first he obeyed orders (imposed 
discipline) to do this, but then developes the good habit (self-discipline) of 
doing this. 

Continued on next page 



MCI Course 8105 4-20 Chapter 4 

Instill Discipline, Continued 

  
Self-Discipline 
and the Hornet 

Self-discipline is part of combat.  For example, imagine your unit is in an 
ambush position and one of your Marines is stung by a hornet. 
 
He does not move or cry out because he knows he could give away the 
ambush and risk the lives of his fellow Marines.  He knows why he must be 
absolutely still. 

  
Prepared For 
Combat and 
Life 

Developing self-discipline in your Marines is not always easy.  They come 
from a society that puts little emphasis on self-discipline. 
 
When you explain the purpose behind a rule while establishing and 
maintaining high standards that will result, your Marines will develop self-
discipline.  By helping your Marines develop self-discipline, your 
accomplishments are twofold: you have made them effective in combat and 
you have given them one of the most important tools for life. 
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Effective 
Combat 
Leadership 

Until now, you have learned about peacetime leadership techniques.  Of 
course, these relate to leadership in combat because they affect how well your 
unit is prepared for combat.  Good preparation translates into good 
performance in combat. 
 
But, what about leadership once the shooting starts?  What can you do to be 
an effective combat leader of Marines? 

  
Reducing 
Cumulative 
Stress 

Think back to the first chapter and recall that combat generates two kinds of 
stress in your Marines which are cumulative and acute.  Cumulative stress is 
the stress that builds over time, resulting in anxiety, anguish, and a steady 
degradation of combat performance. 
 
Below are some steps you can take to help reduce cumulative stress in your 
Marines. 
 
��Avoid fatigue 
��Use of time 
��Brief and review 
��Situation brief 
��A sense of humor 
��Rituals and tradition 
��Unit chaplain 
��Comrades vs. self 

  
Avoid Fatigue First and perhaps most important, ensure your Marines get enough rest.  

Courage and fatigue are closely linked; Marines are generally more 
courageous in combat when rested.  Fatigue affects performance.  One Marine 
Vietnam veteran noted the following: 
 

The tremendous heat during the day and cold at night, inadequate intake of 
food and water, mental stress and constant movement through the 
mountains of northern I Corps all contributed to near physical exhaustion...  
Every third or fourth night, my squad was assigned a mission to establish a 
listening post or conduct some type of night patrol.  On those nights that we 
did not have any “night acts” going, we stood watch in three-man holes, 
which meant, at best, six hours of sleep a night with two interruptions to 
stand watch.  Without a doubt, inadequate rest detrimentally affected our 
ability to concentrate on the mission. 

Continued on next page 
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Use of Time Second, make the best use of available time.  As in peacetime, in combat you 

never have enough time to get everything done that should be done. 
 
Some things you can do to best use available time: 
 
��Rest 
��Rehearsing upcoming events 
��Improving positions 
��Cleaning weapons 
��Conduct first aid training 

 
These are just a few tasks.  Whenever feasible, time needs to be used to train 
your Marines for future conflicts and problems they may face.  They cannot 
be allowed to sit idle. 

  
Brief and 
Review 

You should refine and practice immediate action drills and other SOPs.  You 
should also hold “chalk talks” to critique past actions and solicit ideas from 
subordinates on how to do things better. 
 
You should focus on the enemy, thinking about and discussing the best ways 
to defeat him.  At a minimum, make every Marine aware of what’s going on 
around him. 

  
Situation Brief For example, a platoon commander or platoon sergeant might brief his 

Marines on the situation as follows: 
 

Last night, K Company was probed around 0300, near this finger (point to 
terrain model).  Tonight they’re going to set up three squad ambushes near 
the river here, at the end of this perpendicular ridge, and at this saddle, so 
if the enemy tries to get out, he’s trapped.  We’re going to conduct a 
platoon night ambush here, so if the he tries to reinforce his units near K 
Company, we’ll put him on ice. 

  
A Sense of 
Humor 

Third, humor helps.  If you, the leader, can keep a sense of humor in even the 
toughest situations, you can use it to cut through the tension that may envelop 
your Marines. 

Continued on next page 
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Rituals and 
Tradition 

Fourth, Marine Corps rituals help fight stress.  Celebrating the Marine Corps 
birthday under combat conditions will help remind your Marines of the strong 
tradition that stands behind them. 
 
A unit mascot can help break tension.  The old tradition of a steak and eggs 
breakfast before an amphibious landing helps steady the troops.  Your unit 
may have its own traditions. 

  
Unit Chaplain Fifth, don’t forget your chaplain.  He can offer a great deal of comfort to your 

Marines, the kind of comfort that can reduce anxiety.  He can help put the 
stressful situation of combat into a larger perspective. 

  
Focus on 
Mission 

Sixth, work to keep your men focused outward on the mission rather than 
inward on themselves and their stress.  Ultimately, anyone who focuses 
continually inward is likely to become a stress casualty. 
 
He will create a “feedback loop” where stress builds upon itself.  The best 
antidote is to focus your Marines outward, and the tool with which to do that 
is the mission. 

  
Comrades vs. 
Self 

Keep emphasizing it and explaining why it is important.  Explain how and 
why accomplishing the mission will help other Marines and the unit survive 
and win. 
 
Marines focused on winning and on helping their comrades are less likely to 
fall victim to stress than those who are focused only on themselves. 
 
Use the techniques above to help your Marines overcome cumulative stress. 
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Reducing Acute Stress 
  

Stress in 
Combat 

Acute stress is the kind of stress that comes with actual combat, with being in 
the thick of the fight.  Acute stress can lead to paralyzing fear or panic, so it is 
very important to reduce it and keep it under control. 
 
As the leader, what can you do to help your Marines overcome acute stress?  
Below are some steps you can take as the leader to reduce the acute stress in 
your Marines. 
 
��Set the example 
��Assist the rise of natural leaders 
��Emphasize the purpose of the unit 

  
Coolness 
Contagious 

First, you must set a good example.  As was stated earlier, this is the most 
important job for the leader.  Coolness is contagious. 
 
If your Marines see you acting effectively and courageously, they will be 
inspired to do the same.  In Battle Leadership, Captain Adolf von Schell 
explained how he calmed his men during a very tense situation. 

  
Von Schell on 
Leadership 

…Until night fell or the Russian balloon went down, we could not move.  The shells continued 
to fall around our shed.  No one said a word.  I noticed that my men were highly nervous.  
Several came to me and asked permission to go outside, giving more or less trivial excuses.  I 
refused, for it was apparent that they only wanted to reach a place of safety.  The nervous 
excitement became tense.  Suddenly a shell came down right in the middle of the company, 
but it failed to burst.  Nerves were frayed almost to the breaking point.  We were like a kettle 
which would soon boil over. 
 
In order to obtain a feeling of security somebody had to act.  Then I had a good thought; I 
called the company barber, and sat down with my back to the front and told him to cut my 
hair.  I must say, that in my whole life, no haircut has ever been so unpleasant.  Every time a 
shell whistled over our heads, I jerked my head down and the barber would tear out a few 
hairs instead of cutting them.  But the effect was splendid; the soldiers evidently felt that if the 
company commander could sit quietly and let his hair be cut that the situation was not so 
bad, and that they were probably safer than they thought.  Conversation began; a few jokes 
were played; several men began to play cards; some began to sing; no one paid any more 
attention to the shells, even though two men were wounded a few minutes later by a shell that 
struck in the vicinity. 

Continued on next page 
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Unexpected 
Leaders 

Second, you can allow and assist the rise of natural leaders.  As stated earlier, 
you will probably be surprised by the performance of your Marines in 
combat.  The ones who are impressive in peacetime may fail in combat. 
 
Others, unexpectedly, will “rise up” and surprise you, emerging as natural 
combat leaders.  These Marines are your best asset.  Identify them and place 
them in key leadership positions.  They will do wonders in keeping other 
Marines moving and fighting. 

  
Emphasize 
Mission 

Third, you can continue to emphasize the shared purpose of the unit.  Explain 
what the unit is trying to accomplish and why.  This remains very important 
during the actual fighting. 
 
Now, more than ever, you must keep your Marines focused on something 
beyond themselves.  Do not allow your Marines to focus inwardly on their 
own fears.  Keep stressing the mission: why it is important and the essential 
role of your Marines in carrying out the mission. 

  
Leadership 
Precedes 
Shooting 

Leadership in the heat of combat, when the bullets are flying and shells are 
bursting, is the ultimate challenge for Marine leaders.  As in all leadership, 
everyone has his own personal style. 
 
However, one thing is common to all: effective leading cannot start when the 
shooting starts.  Unless you have led effectively in peacetime and prepared 
your unit well for war, your Marines will not perform well in combat 
regardless of what you do.  Once in combat, it’s too late to start leading. 

  
Then and Now On the other hand, if you have led well in peacetime and prepared your 

Marines for combat, your unit will probably perform effectively in combat.  
No doubt you will face leadership challenges, but they are not likely to be 
challenges such as outright mass panic.  Remember: what you do now will 
have a great influence on what you face then. 
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Reputation For 
Winning 

As you saw in Chapter One, combat is brutally competitive.  Combat is a 
clash of wills in which one side wins and the other loses.  The loser is the first 
side to quit and the first side to lose the motivation to fight. 
 
Marines have a reputation for winning.  Marine leaders have had a major role 
in establishing this reputation.  In combat, the Marine leader is renowned for 
making it happen. 

  
Motivate For 
Best Effort 

Your most important allies in making it happen are the Marines under your 
charge.  After all, in combat, it is your Marines, not you, who will do most of 
the fighting. 
 
However, you must motivate them to get their best effort.  You need to make 
them want to make it happen.  How can you do this? 

  
Emphasize 
Team 

The first step is to make it clear to them that they are part of a team.  Make 
clear to them that you respect them and want their cooperation, not just their 
obedience. 
 
Let them know that you welcome their ideas and initiatives.  Explain that 
while it is true you will make the final decision because that is the leader’s 
responsibility, before you do you want their input as well as their initiative in 
carrying out the decision. 

  
Missions With 
Purpose 

This requires keeping the troops informed and explaining why you are doing 
what you are doing.  This is true at every level of command and is in keeping 
with a central tenet of MCDP1, Warfighting—mission-type orders. 
 
By adding  “in order to...” to the mission statement, you give the task at hand 
a purpose.   

Continued on next page 
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Decentralized 
Execution 

By providing both intent and end state, you supply the framework within 
which subordinate leaders develop their plan. 
 
In this context, subordinates see the whole picture and can perhaps contribute 
more to the end state than just completion of that assigned task.  This is key to 
decentralized execution. 

  
Develop 
Initiative 

Positive leadership is very important for motivating your Marines.  When a 
Marine does something right, let that Marine know!  And let him know in 
public. 
 
This is especially important for developing initiative in your Marines.  Any 
Marine who takes action to accomplish the mission on his own, without being 
told, should get high praise.  This is true even though what he did may not 
have been exactly correct. 
 
While it is a good idea to reward Marines in public, generally you should 
reprimand them privately.  Of course, if someone is screwing up deliberately, 
a public reprimand is appropriate. 

  
Competition Competition is another good tool for motivating Marines.  Once your Marines 

sense they are part of a team—your unit—they will want their team to win. 
 
As noted earlier, using concepts and strategies from sports can be useful when 
training your Marines.  Marines who win in training are better prepared to 
win in combat. 

Continued on next page 
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Free-Play 
Training 

Another form of competition is to set up and promote free-play training 
against other units.  This encourages your Marines to want to take on 
challenges and do what is necessary to win in combat. 
 
Training exercises can be set up to teach good patrolling, effective 
camouflage, and, above all, how to take initiative to accomplish the 
commander’s intent.  As leader, when you incorporate the actions needed by 
your Marines to succeed in combat into competitive training drills, you have 
devised an effective and valuable tool for training and motivation. 

  
Examples For 
Esprit 

A number of standard Marine Corps practices have become motivators that 
contribute to the Corps’ unusually high level of esprit.  These practices 
communicate to your Marines that you care about them. 
 
One example is making sure your Marines eat before the officers.  This tells 
your troops that their welfare comes before your own.  Another example is 
making sure you always drop your pack last.  This shows your Marines that 
as the leader, you always bear the heaviest burden. 
 
These may seem like minor matters, but they are not.  These practices speak 
loudly to your Marines and are important ways of motivating your Marines to 
give you their best in return. 

  
Sense of 
Purpose 

Finally, one of the most powerful motivators is creating a shared sense of 
purpose.  The purpose for making your unit ready for combat should be a 
shared purpose. 
 
Every Marine in your unit should be able to see the importance of what he 
does.  Shared purpose builds a team, encourages your Marines to show 
initiative, and motivates every Marine to give his best.  Injecting the concept 
and feeling of a shared purpose into the unit is one of the most important 
responsibilities of the leader. 

Continued on next page 
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Motivate Your Marines, Continued 

  
Challenge to 
Motivation 

When you think about motivating your Marines, remember that they want to 
be motivated.  They are all volunteers; they came in the Marine Corps 
because they were motivated to do so.  They want to give their best to their 
unit and to the Corps. 
 
It is much easier for any Marine to give his best if he is motivated.  As a 
leader, you are constantly challenged to keep motivation alive, despite the 
drudgery of the daily job.  Ultimately everything you do as a leader, 
especially the way you train for combat, is key to continued motivation. 
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Conclusion 
  

Leaders of the 
Past 

You have read about the great leaders of the past, men like Washington, 
Grant, Lee, Rommel, and Patton.  They stood out above other men of their 
time.  Many years after their achievements, people today still admire them. 

  
Leaders of 
Tomorrow 

Indeed, some of the great leaders of tomorrow will come from Marines now 
reading this course and completing this program.  Others of you may not be 
recorded in the annals of history, but through your leadership, your memory 
will burn into the hearts and minds of the men you led. 

  
Example and 
Inspiration 

Your Marines will remember you as the leader who shaped their lives; they 
will not forget you.  The power of your example and the inspiration you 
provide impacts many lives. 
 
This is perhaps your greatest opportunity and your greatest challenge.  The 
Corps has a proud tradition of “building” Marines.  We send individuals back 
to society who will be forever different—better—for their time in the Marine 
Corps.  They will be better because of the way you led them. 

  
Ultimate 
Challenge 

Only time will tell if you will face the ultimate challenge—leadership in 
combat.  Some of you probably will. 
 
The bottom line message of this course is this:  The time to begin preparing 
yourself and your Marines to meet the challenge of combat is now!  Make 
preparing for war your focus of effort now. 
 
You do not want to look back someday, ill-prepared and disadvantaged, and 
admit you started too late.  If Marine leaders everywhere decide now to cut 
through the distractions, the careerism, and the “looking good” and focus on 
preparing for war, then the Marine Corps will be ready.  In the process, the 
Corps will have developed genuine leaders who can continue to carry the 
United States through to victory. 

   



MCI Course 8105 D-1        Lesson 4, Appendix D 

APPENDIX D 

Readings 

  
Articles �� DiGiovanni, Clete, Jr.  “Human Factors in Combat: Preserving the 

Fighting Spirit and Reducing Psychiatric Casualties.”  Marine Corps 
Gazette, July 1995:  13.  Knowing that psychiatric disorder impacted the 
fighting spirit of our troops in past wars and conflicts, do you believe that 
we know enough about psychiatric disorder to cope with disorders from 
the war on terrorist?  What other problems and treatments might be 
foreseen? 

 
�� First Lt. Camden.  “Leadership Principles For Warfighters.  Marine Corps 

Gazette, Sep 1994:  19.  1stLt Camden has described principles and 
characteristics that a leader must have in combat.  Do you think they are 
any different than in peacetime?  Can you think of other principles and 
characteristics besides what 1stLt Camden described? 

 
Note:   All articles reproduced courtesy of the Marine Corps Gazette. 
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The factors that influence 

the performance of an 
infantryman in combat also 
influence his ability to remain 
intact emotionally during and 
after the fight. Preserving the 
fighting spirit and reducing the 
occurrence of psychiatric 
casualties are flip sides of the 
same coin. One should be just 
as much a command 
responsibility as the other. 

Since World War I, 
incidences of psychiatric 
casualties have been measured 
as a ratio of psychiatric 
patients to those 
wounded-in-action. That ratio 
has varied from 1:1 to 1:12. 
Although data from the Gulf 
war are still being analyzed, 
there were far more psychiatric 
casualties than the 467 
servicemen who were 
wounded in action. The cost 
of these psychiatric casualties 
of war in human and 
economic terms is often 
difficult to appreciate. They do 
not have visible wounds, and 
those later diagnosed with 
delayed posttraumatic stress 
disorder often do not appear 
until long after public attention 
to the conflict has dimmed. 
They may not appear until 
long after they have left their 
units or active duty altogether, 
so their commanding officers 
may not be aware of the final 
casualty counts of their 
companies, battalions, or 
divisions. 

Some psychiatric casualties 
may present their symptoms 
flamboyantly, but others 
endure their misery silently 

and with more than a touch of shame. 
The "shame factor" is particularly 
present among servicemen who never 
thought they would, or could, become 
psychiatric casualties. That factor is so 
strong in some that they have refused to 
register in the Gulf War syndrome 
study, and a few are seeking psychiatric 
help almost confidentially. 

 
Treatment of psychiatric casualties is 

generally difficult, long-term, and labor 
intensive. In terms of treatment and lost 
productivity, these casualties are costly 
to the Nation as well as to the persons 
and families involved. Reducing the 
numbers of psychiatric casualties from 
future conflicts may well be possible 
with more command focus on the 
factors that influence human 
performance during conflicts. The 
following paragraphs are hardly an 
exhaustive listing of these factors but 
represent six that this author has found 
particularly important in his career and 
experiences: 

 
Fatigue 

The ability of the brain to receive 
information, process it, and reach 
decisions accurately and rapidly 
correlates in nearly a straight-line 
function with how well rested that brain 
is. The fact that we have all muddled 
through tasks when sleep deprived for a 
night does not mean that we can 
maintain that level of performance much 
beyond that. Fatigue not only sponsors 
sloppy and slow decisionmaking, it also 
enhances one's susceptibility to fear. 

Stimulants, e.g., coffee, given to a 
sleep-deprived person, can reverse the 
downward slope of performance briefly, 
but naps are more effective. Even one 
30-minute nap in each 24 hours can 
significantly improve performance for a 
few hours in a person who is otherwise 
without sleep. The key to recuperative 
sleep acquired by napping is the quality 

of the nap. It should be for at 
least 20-30 minutes, and the 
person should arrange his nap 
in a quiet place where he can 
remain undisturbed. Only 
under those conditions is he 
likely to reach stages of sleep 
that are truly beneficial. 

 
Commanders are often 

more diligent in ensuring that 
their men get adequate sleep 
than they are in attending to 
their own sleep requirements. 
In a study of an Army brigade 
undergoing training at the 
National Training Center, Dr. 
Gregory Belenky and his 
associates found that average 
hours of sleep the soldiers had 
each day was inversely related 
to their decisionmaking 
responsibilities. During as-
sembly area, live fire, and 
force-on-force phases of the 
training, enlisted soldiers 
received the most sleep, and 
field grade officers the least. 

Another form of fatigue is 
physical, often produced either 
by inadequate prior physical 
conditioning or by excessive 
weight carried by Marines. It 
does not take long for the 
infantryman to learn how to 
lighten his burden when in the 
field, but the need to scrutinize 
the usefulness of each item 
carried or worn, tailored to the 
mission, terrain, and weather, 
needs constant emphasis at the 
infantry MOS schools and in 
the fleet. Engineers need to 
apply this same scrutiny to the 
advanced technology packages 
they are developing for the 
21st century infantryman. 
Physical fatigue also can be 

Human Factors in Combat: Preserving the Fighting Spirit 
and Reducing Psychiatric Casualties 

 
by Clete DiGiovanni, Jr. 

 
Neither leaders nor units are combat ready until they have, collectively, 

 prepared themselves to cope with the psychological impacts of war. 
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spawned or exacerbated by 
inattention to even minor skin 
wounds that can rapidly 
become infected, and by 
inadequate water and 
electrolyte replenishment. 
Confidence 

An infantryman needs to 
have confidence in himself, his 
peers, his leaders, and his 
weapon. 

Confidence in himself 
results from realistic training 
and experience. Events that 
interfere with training in the 
fleet, and training that is not 
realistic, rob the infantryman 
of essential ingredients in the 
development of his 
self-confidence.One skill that 
is no longer well developed in 
the infantryman is that of 
boxing and wrestling an 
opponent who is out to bloody 
him in a fight. This skill not 
only has practical value on and 
off the battlefield, but also 
provides the infantryman with 
a brand of self-confidence in 
overcoming an unpredictable 
physical threat that cannot be 
developed through training 
scenarios or contact sports. 

Confidence in others, 
whether peers or leaders, boils 
down to competence and 
reliability. These are 
prerequisites for unit bonding 
and cohesion. All too often 
focus on these two essential 
personal traits is blurred by 
agendas that seek to promote 
the development of something 
other than the warrior spirit. 
Every infantryman, whether 
officer or enlisted, should be 
evaluated primarily with 
respect to his competence and 
reliability for as long as he is 
likely to be in the field, and 
those who are found lacking 
may become something else 
but should no longer be 
infantrymen. 
Communication 

Whenever a small unit 
begins to behave sub 
optimally, poor 
communication from its 

leadership is a factor. Everyone has a 
need to feel in control of his situation, 
and this is particularly true when he is in 
the midst of life-threatening events 
largely beyond his control. Information 
is what allows him to maintain hope that 
he still has some influence over his 
destiny. As missions and their associated 
rules of engagement become more 
tinged with domestic, political, and 
often shifting international diplomatic 
considerations, it becomes all the more 
incumbent upon small unit leaders to 
keep their men informed on events, 
plans, and intentions in terms and 
concepts that they understand. This is 
especially important when deployments 
become prolonged. 

 
Downtime 

There will always be periods of 
inactivity during a deployment, and the 
longer that deployment lasts, especially 
once the job has been done, the less 
tolerable these periods will be. Providing 
emergency medical training to every 
infantryman is a constructive use of 
these periods. It is unrealistic and 
dangerous to assume that a corpsman 
will be readily available when needed, or 
that he will always function as trained. 
Development of better emergency 
medical skills among infantrymen will 
help them treat wounded comrades 
without wasting resources, thus enabling 
them to withstand the psychological 
impact of the sights, sounds, and smells 
of human carnage on the battlefield. 

To acquire these same capabilities, 
law enforcement agencies around the 
country are increasing efforts to cross 
train their officers in basic emergency 
medical technician skills. Commanding 
officers of infantry units should do the 
same thing, with the active participation 
of their medical officers and with the 
collaboration of the medical staffs of 
emergency and trauma departments at 
nearby military or civilian hospitals. 
Many, if not most physicians enjoy 
teaching and with appropriate 
arrangements, would be happy to give a 
few Marines at a time hands-on 
experience in fundamental first aid. 

 
Family and Other Personal Issues 

The newly commissioned infantry 
lieutenant generally gets his baptism of 

fire not on a deployment but 
when he first reports to the 
Fleet Marine Force (FMF), is 
given his first platoon, and has 
to confront the personal 
quandaries of a few of his 
more troublesome Marines. 
His rank provides him with no 
special wisdom in this area, 
and hopefully he will turn to 
others for help, particularly his 
platoon sergeant and other 
senior noncommissioned 
officers (NCOs). 

Yet, developing a working 
relationship between the newly 
arrived lieutenant and senior 
NCOs is often a prolonged 
and even difficult exercise. 
With the Staff NCO Academy 
and The Basic School being 
within a few miles of each 
other at Quantico, it might be 
worthwhile to increase the 
contact between lieutenants 
and senior NCOs while they 
are both in an educational 
environment. The result might 
be a telescoping of the process 
by which these Marines learn 
to work with each other once 
they get to the FMF. 

The establishment of a 
solid working relationship 
between small unit leaders is 
only one of many mechanisms 
within an infantry battalion 
for identifying and addressing 
the personal problems of its 
Marines. Unless these 
problems are resolved or 
stabilized prior to a 
deployment, they will be a 
continuing distraction and 
may well mandate later 
psychiatric intervention. In 
their studies of psychiatric 
casualties from the Yom 
Kippur War, Reuven Gal and 
his associates in the Israeli 
Defense Forces (IDF) found 
that personal or family, stress 
was a major contributor to 
both the immediate and 
delayed onset of "battle 
shock." 
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Killing 

Unless one is sociopathic, 
killing is a foreign act that may 
be more easily committed than 
forgotten. The infantryman 
who kills at rifle, pistol, or 
knife range is especially 
vulnerable to the psychological 
impact of his actions once the 
adrenaline rush subsides. 
Confidence in his mission and 
a sense of bonding with his 
fellow Marines for whom he 
killed will be of enormous help 
to him in getting through this 
experience with his emotional 
health intact. Also of 
importance will be reassurance 
in the form of "well-done" 
from his leaders that he did 
what was expected of him. Of 
greater importance than 
victory parades upon their 
return are the reassurances and 
congratulations that are 
offered immediately after the 
firefight by his small unit 
leadership. 

Another aid to emotional 
survival when he remembers 
the event is his knowledge that 
he was professional in his 
actions by respecting, and not 
desecrating, the bodges of his 
victims. The orgy of mutilating 
corpses may satisfy a 
momentary urge for 
vengeance, but the memories 
of those acts can be 
devastating  

For many Marines, 
casualties among their own 
ranks may represent the first 
losses of people really 
important to them. Grieving is 
a natural process that, in 
combat, is most usefully done 
at the small unit level where 
the losses occurred and the 
survivors remain. No one 
grieves the same, and the 
small unit leader needs to 
accommodate the grieving 
process among his men. An 
especially devastating blow to 
a small unit, and one that 
needs careful attention is the 
loss of that unit's leader who 

had earned the trust and respect of his 
men. A new leader, however competent, 
represents an unknown quantity, and 
precious time will be consumed by the 
getting to know you process. as the 
intensity of fighting, the duration of the 
engagement and deployment, and the 
presence or absence of a relatively 
secure, nearby rear area where the 
infantryman can find some semblance 
of intermittent relaxation and perhaps 
can have the opportunity to 
communicate with his family back 
home. 

From the data available to Gal and 
his colleagues from their study of the 
IDF during the 4-week-long Yom 
Kippur War in 1973, they concluded 
"the intensity of fighting, rather than its 
duration, directly correlated with the 
onset of battle shock." In longer 
conflicts, however, duration takes its 
toll. Imagine yourself in the boots of the 
World War II infantryman described by 
Gen Omar Bradley, quoted in Richard 
Holmes," Acts of War: 

The rifleman trudges into battle knowing that the 
odds are stacked against his Survival. He fights 
without promise of either reward or relief. Behind 
every river, there's another hill-and behind that 
hill, another river. After weeks or months in the 
line only a wound can offer him the comfort of 
safety, shelter, and a bed. Those who are left to 
fight, fight on, evading death, but knowing that 
with each day of evasion they have exhausted one 
more chance of survival. Sooner or later, unless 
victory comes, this chase must end on the litter or 
in the grave. 

The psychological impact of 
incidents that result in human carnage is 
well appreciated by civilian rescue teams, 
first-responder emergency medical 
personnel, and law enforcement officers 
who probably encounter these events 
more frequently than does the average 
infantryman during his tour of duty. A 
mechanism developed to help reduce 
the incidence of immediate and delayed 
psychiatric disorders that could result 
from these exposures is the critical 
incident debriefing. If these debriefings 
are useful among seasoned civilian 
veterans of trauma, it seems reasonable 
to believe they might also be useful 
among infantrymen. There has, in fact, 
been speculation that one of the reasons 
why reservists who served on active duty 
in the Gulf War may have been prone to 
psychiatric disorders is that they were 

demobilized rapidly and 
without the benefit of time to 
unwind. 

In the civilian world, these 
debriefings are carried out 
immediately after a critical 
incident. This timing would 
obviously be unrealistic in 
combat, but they could be 
held periodically and certainly 
at the end of the mission (for 
example, aboard ship). 

The style of these 
debriefings influences their 
usefulness. In my experiences 
with small, highly specialized 
military and paramilitary units, 
it has been counterproductive 
to have a team of psychiatric 
experts, not previously known 
to the unit and often not 
familiar with the unit's mission 
and culture, gather the unit's 
members together "to share 
feelings." 

It has been far more useful, 
with command cooperation, to 
have post-incident critiques 
with small groups and 
maximum informality, and 
focused on the actions that 
took place. The comments that 
emerge about what people did 
or did not do during the fight 
or critical incident often serve 
as vehicles for the comfortable 
expressions of feelings 
associated with those actions 
that might otherwise be 
unexpressed. This type of 
session is then followed by the 
ready availability of a 
psychiatrist or a chaplain for 
one-on-one discussions, which 
take place in whatever setting, 
however informal, that 
encourages the flow of talk by 
the unit member. A whole 
range of emotions anger fear, 
guilt, shame, pride, satisfaction 
may be expressed by the 
member under conditions that 
he views as a talk between 
colleagues, not as 
psychotherapy. A more formal 
evaluation or therapeutic 
approach is undertaken only 
when warranted. 
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This form of preventive 
psychiatry is certainly 
labor-intensive, but far less so 
than is the treatment of 
persons who have already 
developed psychiatric 
disorders. It is practical in the 
type of small units described, 
where a good relationship had 
already been established 
between the psychiatrist and 
unit members before the 
critical incident. In its present 
form, it may be impractical 
among larger, more 
conventional military units. 
But some variant of it, 
targeted at the fire teams and 
squads and platoons that form 
the foundation of the Corps, 
ought to be crafted to help 
prevent, not just treat, 
psychiatric casualties from 
future conflicts. 

Preventing, not just 
repairing, combat stress 
malfunctions is a responsibility 
of every leader of infantrymen, 
whether those malfunctions 
are of weapons, equipment, or 
men. 

 
 
Dr. DiGiovanni is a staff 

physician in the Department of 
Neurology at the National Naval 
Medical Center, Bethesda, MD. He 
is also the psychiatrist for the Officer 
Candidates School and The Basic 
School, Quarrtico. He initiated the 
talk on "Human Factors in Combat" 
at the Infantry Officer Course in 
1990 and continues to give it there. In 
addition, he works closely with 
specialized federal law enforcements 
teams. 

 



Leadership Principles For Warfighters 
 

By 1st Lt. Camden 
 

The relationship that an officer establishes with his subordinates is an important 
Factor in determining command success or failure. 
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The Marine Corps 
doctrine of warfighting, laid 
out in FMFM 1, continues 
to generate numerous 
interpretations regarding its 
specifics, i.e., "commander's 
intent," "tempo," and 
"decentralized command." 
However, all these become 
merely professional academic 
debates if the proper 
command relationships 
between commanders and 
junior leaders, which are so 
essential for warfighting to 
flourish, are not established. 
FMFM 1 is not a 
replacement of tactical 
fundamentals and 
techniques, as perceived by 
many senior Marines, but is 
rather a mindset, or as 
described in FMFM 1, ". . . a 
way of thinking in and about 
war that should shape our 
every action." It is a 
philosophy of command and 
leadership that provokes, 
even demands, critical 
analysis of present 
techniques and strives 
forever-higher levels of 
proficiency. 

This mindset, or shared 
way of thinking, is required 
both of the commander and 
the commanded. Trust tactics 
between commanders and 
junior leaders can never begin 
to take hold and flourish if we 
only pay lip service to FMFM 
T buzzwords and phrases, and 
don't make a sincere effort to 
implement its principles on a 
daily basis. Maneuver warfare, 
represents a radical departure 
from the Corps' past ways of 
conducting battle. With 
decentralized decisionmaking, 
the size of a unit becomes 

secondary, and the internal 
relationships between leaders and 
junior leaders-the Marine expeditionary 
force commander and the fire team 
leader-take precedence. New emphasis 
is placed on the individual Marine and 
his ability to be a "thinking warrior," 
making every Marine a leader in some 
capacity. The way we lead this new 
breed of warfighters also needs radical 
revamping to bring our leadership into 
line with the spirit of FMFM 1. This 
essay addresses the issue of leadership 
within the doctrine of warfighting, and 
the relationship between commanders 
and junior leaders. 

The commander's authority is 
derived from rank, but his command 
atmosphere results from attitude. 
While there are no checklists that can 
ensure an effective command 
relationship between leaders and 
subordinates, there are certain 
character traits and leadership 
principles that are useful in creating a 
positive command environment. 

First, before a commander can 
have confidence in his subordinates he 
must have confidence in himself. He 
must be man enough, both emotionally 
and psychologically, to realize that he 
cannot be the "duty expert" in every 
matter relating to his command, and he 
must possess the strength of character 
to utilize those junior leaders who are. 
Can every officer hold every company- 
and battalion-level billet? No. 
Therefore it follows that no one man 
can have all the answers for every 
situation that arises at those levels. 
Soliciting counsel from junior leaders 
and acting on it must not be 
misconstrued as a sign of weakness, 
rather it is a sound leadership practice 
that can drastically improve the 
efficiency of a unit. 

Second, he must not be afraid to 
experiment with unorthodox methods 
and techniques during training. In the 
structured environment of the Marine 

Corps, the courage to break 
with the accepted norm is a 
rare trait indeed, but 
warfighting demands 
innovation to keep tactics and 
techniques pertinent to reality 
instead of checklists. 
Company- and battalion-level 
commanders must accept that 
most techniques of leadership 
and tactics taught at The 
Basic School in the seventies 
or even the eighties are not 
being taught there now. 
History has rendered harsh 
judgment on those militaries 
unable to cope with changes 
in weaponry and technology 
by creatively implementing 
changes in their tactics and 
techniques. In reality, 
after-action debriefs are 
debates about how to save 
more lives. The effective 
warfighting commander must 
demand honest and open 
debate from his junior leaders 
at every debrief, and 
sycophancy must be dealt 
with harshly. Healthy critical 
analysis, no matter how 
unflattering to the 
commander, does not equal 
insubordination or lack of 
respect. 

Third, clear standards 
and guidance must be 
established, followed by the 
true empowerment of junior 
leaders so that they are able to 
act within those standards 
without second-guessing 
from above. Training should 
not be limited to field 
problems conducted far away 
from the judging eyes of one's 
higher commander. Only by 
giving junior leaders real 
power to make decisions at all 
times, including in garrison or 
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during a "high visibility" 
situation, can a commander 
instill a strong sense of 
responsibility and the implicit 
understanding among his 
junior leaders that will allow 
them to make the appropriate 
decisions in his absence. 

Finally, a commander 
must be decisive. The 
willingness to accept risk, as 
an unavoidable part of every 
decision, is paramount in the 
warfighting commander. 
Nothing represses the 
development of an effective 
command and saps initiative 
and morale more from 
subordinates than 
indecisiveness and second-
guessing. Once the courses of 
action are debated and the 
order given, every 
commander expects the full 
support of his subordinates. 
This attitude must prevail 
when the roles are reversed. 

As previously stated, 
responsibilities flow both 
ways under warfighting 
doctrine. Junior leaders also 
must possess certain personal 
traits: 

First, a successful junior 
leader must possess, as the 
foundation of his character, a 
strong sense of rugged 
individualism and 
self-reliance. This is the 
willingness of the junior 
leader to accept responsibility 
for his actions and what is 
more important, those of his 
Marines. Just as he is expected 
to offer healthy critical 
analysis during debriefs, he 
must constantly engage in a 
candid analysis of his own 
strengths and weaknesses and 
those of his unit and act on 
the results to develop 
improvements. 

Second, is a base of solid 
and mature judgment. This is 
an essential ingredient in the 
decentralized decisionmaking 
environment created by true 
warfighters. Through training 

and constant development, judgment 
can be honed and molded to closely 
resemble that of the commander's. 
Junior leaders must always be 
conscious of the potential weight their 
decisions hold. They must be 
developed by their superior to 
distinguish the often blurry differences 
between bold action and reckless 
behavior. 

Finally, the subordinate must have 
initiative. The ability of subordinates to 
"self start" themselves is the 
cornerstone of any successful 
warfighting command structure. Many 
senior officers would find themselves 
quite surprised to find the great things 
accomplished within their commands 
by merely allowing someone to take the 
ball and run; the essence of trust 
tactics. Without initiative, and the 
willingness of a command to exercise 
it, the doctrine of warfighting will 
never get off the ground. 

In conclusion, there are no 
checklists, formulas, or charts to clearly 
illustrate what constitutes successful 
warfighting leaders and subordinates. 
There are as many styles of leadership 
in the Marine Corps as there are 
people, and each individual must 
choose what fits him best. However, 
the basic traits and principles outlined 
above are a good reference point when 
evaluating the conditions that exist 
within a command, and should be 
encouraged and developed to the 
fullest extent possible. What is more 
important, commanders and their 
junior leaders must realize and accept 
that they each bear specific 
responsibilities to one another, and that 
carrying them out on a daily basis is the 
only way for the principles of 
warfighting to take root and grow 
within their unit. 

 
Lt Camden is a series officer serving in the 3d 
Recruit Training Battalion in San Diego. He 
wrote this article to meet the requirements of MCI 
Leadership Course 7404. It was forwarded to the 
Gazette by the MCI staff. 
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LEADERSHIP CREDO 

REVIEW LESSON EXAMINATION  

Review Lesson 

  
Estimated 
Study Time 

1 hour, 30 minutes 

  
Introduction The purpose of the review lesson examination is to prepare you for your final 

examination.  We recommend that you try to complete your review lesson 
examination without referring to the text, but for those items (questions) you 
are unsure of, restudy the text.  When you finish your review lesson 
examination and are satisfied with your responses, check your responses 
against the answers provided at the end of this review lesson examination. 

  
Directions This review exercise is in a similar format that you will find on your final 

examination.  Read each question carefully and after considerable thought, 
write out your answer. 

  
Item 1 List five types of combat stress. 

 
(1) ___________________________________________________________ 
 
(2) ___________________________________________________________ 
 
(3) ___________________________________________________________ 
 
(4) ___________________________________________________________ 
 
(5) ___________________________________________________________ 
 

   
Item 2 Identify the two types. 

 
(1) ___________________________________________________________ 
 
(2) ___________________________________________________________ 
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Item 3 After reading the article Combat Leadership at Iwo Jima, answer the 

following two-part question. 
 
A) What three sources of friction did the Marines experience on D-Day?  

Indicate if the friction was external or self-imposed. 
 
(1) ___________________________________________________________ 
 
(2) ___________________________________________________________ 
 
(3) ___________________________________________________________ 
 
B) How did combat stress affect the mission? 
 
_____________________________________________________________ 
 
_____________________________________________________________ 
 

   
Item 4 As a leader, what is your primary peacetime mission? 

 
______________________________________________________________ 
 
______________________________________________________________ 
 

  
Item 5 What wartime conditions are not present in peacetime training? 

 
_____________________________________________________________ 
 
_____________________________________________________________ 
 
_____________________________________________________________ 
 

Continued on next page 
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Item 6 What leadership traits or values detract from the primary mission? 

 
_____________________________________________________________ 
 
_____________________________________________________________ 
 

  
Item 7 As it applies to peacetime leadership, what are three wrong answers to the 

question, “What is really important?” 
 
_____________________________________________________________ 
 
_____________________________________________________________ 
 
_____________________________________________________________ 
 

   
Item 8 In the article A Measure of Success, what two traits does the author believe a 

commander must foster to build trust in a unit?  How does the author define 
each of these traits? 
 
_____________________________________________________________ 
 
_____________________________________________________________ 
 
_____________________________________________________________ 
 

Continued on next page 
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Item 9 What is character? 

 
_____________________________________________________________ 
 
_____________________________________________________________ 
 

  
Item 10  What are the seven primary character traits for a Marine leader? 

 
(1) ___________________________________________________________ 
 
(2) ___________________________________________________________ 
 
(3) ___________________________________________________________ 
 
(4) ___________________________________________________________ 
 
(5) ___________________________________________________________ 
 
(6) ___________________________________________________________ 
 
(7) ___________________________________________________________ 
 

 
Item 11 What are the two categories of military competence?  Briefly define each. 

 
_____________________________________________________________ 
 
_____________________________________________________________ 
 

Continued on next page 
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Item 12 What are the four ways to build unit cohesion? 

 
(1) ___________________________________________________________ 
 
(2) ___________________________________________________________ 
 
(3) ___________________________________________________________ 
 
(4) ___________________________________________________________ 
 

   
Item 13 What is leadership philosophy? 

 
_____________________________________________________________ 
 
_____________________________________________________________ 
 

  
Item 14 Why is the philosophy of leadership important? 

 
_____________________________________________________________ 
 
_____________________________________________________________ 
 
_____________________________________________________________ 
 

 
Item 15 Briefly describe the techniques used to improve large exercises. 

 
_____________________________________________________________ 
 
_____________________________________________________________ 
 
_____________________________________________________________ 
 

Continued on next page 
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Item 16 Briefly describe the two types of discipline. 

 
(1) ___________________________________________________________ 
 
(2) ___________________________________________________________ 
 

 
Item 17 What steps can you take to reduce cumulative stress in your Marines? 

 
_____________________________________________________________ 
 
_____________________________________________________________ 
 
_____________________________________________________________ 
 
_____________________________________________________________ 
 
_____________________________________________________________ 
 
_____________________________________________________________ 
 
_____________________________________________________________ 
 
_____________________________________________________________ 
 

  



MCI Course 8105 R-7 Review Lesson Examination 

Review Lesson, Continued 

  
Answers The table below lists the answers to the exercise items.  If you have any 

questions about these items, refer to the reference page. 
 

Item Number Answer Reference Page
1 Stress, Fear, Panic, Shock, Fatigue 1-6 
2 Friction is the force that makes the 

apparently easy so difficult.  Friction 
comes from both external self-imposed 
sources. 

1-13 

3 A) 
�� Unexpected conditions on beach – 

external friction 
�� Congestion on the beach – self-

imposed friction 
�� Unexpected Japanese fire power on 

beach – external friction 
 
B) 
�� General Erskine developed 

pneumonia 
�� 2,648 Marines were “totally 

debilitated by combat stress 
�� One staff officer and battalion 

commander were relieved of duty 
due to combat stress 

A-8 
 
 
 
 
 
 
 

A-10 
 

4 To prepare your Marines for war. 2-3 
5 �� Combat stress 

�� Deadly force 
2-5 

6 Careerism, Dishonesty, Zero defects 
state of mind, Lack of candor, Desire for 
popularity, Lack of moral courage 

2-12 

Continued on next page 
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Answers, 
continued 

 

 
Item Number Answer Reference Page

7 �� Focus on looking good rather than 
being good 

�� Measuring input rather than output 
�� Over emphasis on safety 

2-20 

8 �� Moral courage – The reasoned choice 
to “do the right thing” despite 
personal consequences or pressures 
to do otherwise. 

�� Respect for others- The ability to 
recognize that every person is a 
unique human being with the 
potential to contribute to the 
improvement of society.  It requires 
looking past different customs, 
languages, and economic classes to 
uncover each person’s hidden 
attributes. 

B-3 

9  The sum total of your personality traits.  
It is the link between your values and 
your behavior. 

3-4 

10 �� Courage 
�� Integrity 
�� Unselfishness 
�� Commitment 
�� Strong Will 
�� Decisiveness 
�� Humility 

3-5 

11 �� Tactical Proficiency- A leader’s 
ability to identify the key elements of 
a particular problem and develop a 
solution for that problem. 

�� Technical Proficiency - Consists of 
the techniques and skills learned 
through drill and practice. 

3-13/15 

Continued on next page 
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Answers, 
continued 

 

 
Item Number Answer Reference Page

12 �� Keep teams together 
�� Assign teams to tasks 
�� Use competition 
�� Challenge subordinates 

4-3 

13 Leadership is the art of getting things 
done through people.  A philosophy of 
leadership is how to do it.  It includes 
standards, values, and priorities. 

4-8 

14 �� Trust and Confidence 
�� Frame of Reference 
�� Subordinate Initiative 

4-8 

15 �� Battles Within Battle –Set up an 
engagement against a neighboring 
unit or divide your unit. 

�� Taking initiative – If orders allow, 
take the initiative and seek out the 
enemy. 

4-11 

16 �� Imposed – Blind obedience to orders 
�� Self-discipline – Taking the initiative 

to support the commander’s intent 
and acting without instruction. 

4-18 

17 �� Avoid fatigue 
�� Use of time 
�� Brief and review 
�� Situation brief 
�� A sense of humor 
�� Rituals and tradition 
�� Unit chaplain 
�� Comrades vs. self 

4-22 
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