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LEADER AND FOLLOWER

1. Introduction. To be a good |eader, Mrines of all ranks need
to know their responsibilities as both a | eader of Marines and a
follower. There should be no gray areas in these
responsibilities.

2. Overview. The purpose of this instruction is to discuss the
phi | osophy, policies, and rel ationshi ps between | eader and

foll ower, and the techniques for establishing and maintai ning
proper senior-subordinate relationships. Finally, we wl|l
identify and anal yze sone i nproper senior and subordi nate

rel ati onshi ps.

3. Ref er ences

Marine Corps Manual, paragraph 1100 (establishes guidelines
for | eadership and personal rel ationships)
Manual for Courts Martial, UCM] Articles 92 and 134
Manual for Judge Advocate General of the Navy and Navy Regs
(establish individual authority and standards of conduct)
MCO 5330.3D CGivilian Enploynent of Marine Personnel,
paragraph 10. (Qutlines policies and regul ati ons gui di ng
busi ness rel ati ons between seni or and subordi nate.)
Webster's 9th New Collegiate Dictionary

4. Discussion Leader Notes. Not applicable.

5. Di scussi on

a. Definitions

(1) Leader. A leader is defined by Webster as "one who
or that which | eads."

(2) Follower. A follower is defined as "one in service
of another, one that follows the opinions or teachings of
another, or one that imtates another."

(a) In the Marine Corps, this |eader-follower is
di scussed as senior-subordinate relations. Many join the Corps
to be | eaders of Marines, but we nust renmenber all |eaders are
al so followers of soneone else. Thus, we cone into the Corps to
be | eaders--and we continuously talk about, read, and di scuss
| eader shi p--but the follower part, or followership, is often
over | ooked.
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(b) Al of your actions or inactions as a | eader or a
foll onwer may be perceived differently by each individual who
observes you

Transition. Now let's |ook at the basis of our phil osophy
concerni ng seni or-subordi nate rel ati onshi ps.

b. Phil osophy

(1) The Marine Corps' basic philosophy on senior-
subordinate relations is found in paragraph 1100.3 of the Marine

Corps Manual (MCM). "Effective personal relations in an
organi zati on can be satisfactory only when there is conplete
under st andi ng and respect between individuals." It is further

defined in paragraph 1100. 4:

Duty rel ationshi ps and soci al and busi ness contacts
anong Marines of different grades will be consistent with
traditional standards of good order and discipline and the
nmut ual respect that has al ways exi sted between Marines of
seni or grade and those of |esser grade. Situations that
invite or give the appearance of famliarity or undue
informality anong Marines of different grades will be
avoi ded or, if found to exist, corrected.

(2) The follow ng guidelines for commanders contained in
the MCM apply to all seniors, officer, SNCO NCO and enlisted.
Commanders wil | :

(a) Strive for forceful and conpetent | eadership
t hroughout the entire organization.

(b) Informtheir Marines of plans of action and
reasons, whenever it is possible and practical to do so.

(c) Renpbve those causes which create m sunderstandi ng
or dissatisfacti on whenever possible.

(d) Assure that all Marines/Sailors of the conmmand
are acquainted/famliar wth procedures for registering
conpl ai nt s/ probl ens, together with the action taken to resolve
t hem

(e) Build a feeling of confidence which will ensure
the free approach by subordinates for advice and assi stance not
only in mlitary matters, but for personal problens as well. 1In
ot her words, be approachabl e, both personally and professionally.

(3) Additionally the Marine Corps' philosophy includes:
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(a) The concept that there should exist a "spirit of
conradeship in arns" between seniors and subordinates in the
Corps. This mutual understanding of their roles as the senior
and the subordi nate establishes the "Brotherhood/Si sterhood of
Marines." As part of this unique bond, each Marine shares the
comon experience of dependi ng upon fell ow Marines for
acconpl i shing the m ssion.

(b) The senior-subordinate relationship is based on
a mutual trust and understanding and thrives on trust and
confi dence.

(c) The "teacher and scholar” relationship is
outlined in subparagraph 1100.4.b. of the MCM i.e., the
commander has a responsibility for the "physical, nental, and
noral welfare, as well as the discipline and mlitary training"
of hi s/ her subordi nates.

Transition. Let's now |l ook at the Marine Corps' policies
gover ni ng seni or-subordi nate rel ati ons.

C. Mari ne Corps Policies

(1) Policies governing the senior-subordinate
rel ati onshi ps can be found in the foll ow ng:

(a) Manual for Courts-WMartial, Uniform Code of
Mlitary Justice (Article 92 and 134), Mnual of the Judge
Advocate General of the Navy, and Navy Requl ati ons which
establish individual authority and standards of conduct.

(b) Marine Corps Manual (paragraph 12100)
est abl i shes gui delines for |eadership and personal relationships.

(c) MCO 5330.3 outlines policies and regul ati ons
gui di ng busi ness rel ati ons between seniors, subordi nates and
civilian enpl oyees.

(d) CMC White Letters, club regulations, and housi ng
directives specifically address special situations surrounding
seni or-subordinate relations in the Corps.

(2) We are guided generally in our relationships by
certificates of appointnent, both officer and enlisted. These
certificates are commonly referred to as pronoti on warrants.
These docunents:

(a) Establish the basis of your rank, status,
authority, and responsibilities.
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(b) Establish that very "special trust and
confi dence" between the senior and junior to performyour duties
in the best interest of the Corps.

(c) Allow you to issue appropriate orders to al
subordi nates who are obliged to follow them

(d) State you are subject to the orders and
di recti ons of seniors.

(e) Support the U S. Suprene Court ruling that, "the
taking of the oath of allegiance is the pivotal fact which
changes the status fromthat of civilian to that of a [Marine]."

(3) Marines nust know what is unacceptabl e between
ranks--both officer and enlisted--whether in the work place or a
social setting. These paraneters should be dictated by the senior
Marine in a manner that will not enbarrass the junior.

Transition. It is nowtinme to |look at the rel ationship
bet ween | eadershi p and fol | owershi p.

d. Rel ati onshi p bet ween Leader and Fol | ower

(1) Every follower is potentially a | eader and every
| eader is also a follower.

(a) The nost effective follower is that individua
who has proven | eadership abilities and who is | oyal, dependable,
obedi ent, and dedicated to uphold their responsibilities and
performtheir duties to the best of their ability, as well as
exert positive influence upon their fellow Mrines.

(b) Followership nust be an integral part of our
phil osophy, for it is the base upon which future | eaders are
tenpered and its enhancenent anong subordinates will ensure that
professionalismis keyed at all levels--followers, as well as
| eaders.

(c) The nost effective | eaders are good foll owers.
They set the exanple of followership and | eadership for their
subordi nates. Subordi nates watching the exanple of a | eader can
only be expected to exhibit the sane degree of "foll owership”
they observe. Leaders cannot pick and choose the orders they
will or will not follow This could set the stage for a double
standard which will conprom se their position and confuse the
fol | ower.
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(2) W spend nost of our formative years in follow ng
(and denonstrating signs of |eadership) and though we study and
try to abide by the | eadership principles, we tend to copy the
style and net hods used by forner |eaders. W pick out sone
| eader, or the strong points of several |eaders whom we have
followed, and try to enulate them Marines can al so | earn what
not to do by observing poor |eaders using poor |eadership. In
theory, if a follower could acquire a conbination of the good
features they have observed in their |eaders, they would conmand
the qualities of the ultimate |eader. So there is a very close
rel ati onshi p between | eadership and fol |l owershi p.

(3) The follower nust have a personal commtnent to the
successful conpletion of his/her mssion or assigned task. The
nost effective follower is the one who accepts the necessity for
conpliance and who is committed to placing the needs of others
above his/her owm. Dedicationis a conmtnment to a system or
ideal. It is the vehicle of self discipline, conpetence,
responsibility, and professionalism it is the follower's
gui deline. Leaders are useless without followers, and followers
are usel ess wi thout | eaders.

(4) Leaders nust treat their followers as Marines and as
i ndividuals. Mrines stripped of their dignity, individuality,
and self-respect are destined to nmediocrity and are potentia
"problens.” The | eader nust ensure that what is best for the many
can be achieved without cranping the life style or withering the
individuality and initiative of those who follow Leaders can
achi eve | oyalty, obedi ence, and discipline wthout destroying
I ndependence.

(5) The | eader nust realize each Marine is a unique
i ndividual, and that it is natural to treat each one differently.
The | eader who clains: "I treat all ny Marines alike," is
confusing | eader-follower relations with policy. Leadership
relations with all followers should be consistent (i.e., fair,
firm understanding, etc.); their policies nmust not fluctuate
(all shoes will be shined daily and everyone will have a
regul ation haircut); their actions should be reasonably
predictable to their followers, who nust know what is expected of
them The Marine fromthe Bronx who cones from a broken hone,
however, is different fromthe Marine froma Kansas farmw th
close knit famly ties--the leader will find it nost difficult to
counsel, communi cate with, or otherw se treat these Mrines
al i ke.

(6) Most Marines expect and seek tough training or they
woul dn't have joined in the first place; but Marines can be
tougher, performbetter in garrison, and fight harder in conbat
if their |eaders show they care. Making Marines feel they bel ong
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and treating themwth dignity and respect, nmakes them fee
I nportant and val uabl e.

Transition. Let's now work on devel opi ng good fol | owershi p.

e. Devel opi ng good Fol |l owership

(1) A leader is responsible for the devel opnment of good
fol l onership. Suggestions include:

(a) Listening--to be an effective listener, you have
to practice.

(b) Encouragi ng subordi nates to becone innovative
and sel f-starting.

(c) Setting a positive exanple that can be enul at ed.

(d) Delegating authority to subordi nates and hol di ng
t hem account abl e.

(2) Develop a sense of dedication and commtnent to the
m ssion at hand. This will be the vehicle of self-discipline,
conpetence, responsibility and professionalism which are key to
good fol | owershi p.

Transition. Now let's cenent the bond between | eader and
foll ower with various techni ques for establishing and mai ntaining
proper senior-subordi nate rel ationshi ps.

f. Techniques. The follow ng techni ques are proven nethods
| eaders can use to teach and instill proper senior-subordinate
relati ons. Enpl oynent of these techniques will add to their
"people skills":

(1) Subordi nates should not just be a nunber or a face.
Learn their nanes.

(2) Never speak ironically or sarcastically to a junior
Marine. They don't have a fair chance to answer back.

(3)Build pride and respect; don't ridicule or humliate.

(4) Ask juniors for their opinion and be an active
|istener.

(5) Keep your door and m nd open for feedback. Be
appr oachabl e.

(6) Foll owers frequently have advice that can save you
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(7) Gve public credit to subordinates for adopted
suggestions. Praise in public/counsel in private.

(8) Don't over-supervise, but coach your Marines to do a
good j ob.

(9) Tend to the welfare of those for whomyou are
responsi bl e.

(10) Leaders and followers may have a firmand forthright
friendship. There may be conradeship. Frank, intellectua
di scussi on and the exchange of warm hunor is proper. There is
never a place for famliarity.

(11) If you have to be tough, be fair and inpartial.

(12) Be flexible. Adjust your style to the need.

(13) Be aggressive and show cour age.

(14) Look, sound, and act the role of a |eader.

(15) Support your Marines with a strong personal exanple.
(16) Never be afraid to admt you were w ong.

(17) There is much to learn even from| eaders who don't
have it all

(18) Visit unit nenbers in the hospital, hones, barracks,
sporting events, etc. You will be surprised at what you w ||
| earn, and the nessage you will send to your unit.

Transition. Here are sone definitions and exanpl es of
I npr oper senior-subordinate rel ati ons.

g. lnproper Senior/Subordinate Rel ati onships

(1) Marine Corps Manual paragraph 1100.4 defines an
"inmproper" relationship as: "A situation that invites or gives
the appearance of famliarity or undue informality anong Marines
of different grades.”

(2) The sentence states that famliarity and undue
informality between Marines of different grades is inproper under
any circunstances. It further states that it is an inproper
relationship if the situation invites or gives the appearance of
famliarity or undue informality. A key point to renenber is
perception is in the eye of the beholder. You may have a
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relationship with a subordinate or junior that is totally above
board. If, for sone reason, the unit perceives that rel ationship
to be inproper, you nust take steps to correct the perception.
Renmenber, perception and intention are usually opposite to each
ot her.

(a) Famliarity. This termidentifies a
rel ationship akin to that of an intimte or near friend and is
characterized by cl ose acquai ntance.

(b) Informality. Informality refers to something
done without regard to rule or regulation and contrary to custom
or established precedent.

(c) Undue Informality. This phrase indicates a
conpl ete absence of formality or cerenony. It is traditional and
proper that relations between seniors and subordi nates be
somewhat formal at all tines.

(3) Exanpl es.

(a) Fraternization.

[1] Newy pronoted corporals are still going on
liberty to the enlisted club or to town with their old | ance
corporal friends, rather than going with other NCGCs.

[2] The conpany gunnery sergeant is dating a
femal e PFC i n anot her squadron.

[3] A staff sergeant goes out with the conpany
clerks fromthe office for "just one drink," and stays until
closing tine, and has to be carried hone by his/her Marines.

(b) Sexual Harassnent.

[1] The pl atoon conmander tries to put pressure
on a lance corporal to go out on a date.

[2] The adm n chief who | eaves an indecent
"pin-up"” on the office bul khead--which isn't appropriate in any
I nstance--despite the conplaints fromtwo Mrine subordi nates.

(c) Business Contacts. An excerpt of MCO 5330.3_,
covers i nproper business contacts between seniors and
subordi nates, and was witten to prevent the subordinate from
bei ng pressured into business dealings by the senior. Such
contract includes selling insurance, stocks, bonds, nutual funds,
or consumer products.
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[1] The selling of insurance by an officer to the
Marines in his/her unit.

[2] A SNCO who rents an apartnent to a clerk from
hi s/ her office.

[3] The pl atoon sergeant who reconmends a
"favorite" laundry to do the platoon's uniforns and receives a
speci al discount or free service on his/her persona
| aundry/ cl eani ng.

Transition. The effects of inproper relationships can
devastate a unit, betray the trust and confidence of its nenbers,
and adversely affect its norale, discipline, and esprit de corps.

h. Effects. Even the perception of an inproper relationship
must be guarded against. |f soneone thinks sonething to be true,
whether it is or not, it essentially is true to that person until
t hey have been convinced ot herwi se. Leaders have a
responsibility to clear up runors and correct wong perceptions.
Sonetinmes the only way to handle a perception problemw |l be to
nodi fy the activity or relationship that is causing the wong
per cepti on.

Transition. Now that we have spent tine | ooking nore closely
at senior subordinate relations, are there any questions on
anything that | have covered during this period of instruction?
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