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West Point takes the task of building leaders very seriously. | was
a cadet at West Point as well as one of the architects of the leader
development program. At its core is the philosophy and practice of
moral principles, high-minded values, and selfless service. It has
helped me understand what is expected of a leader and how to
meet those expectations.

Start from Scratch Every leader is ultimately a follower. The first
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step of followership is getting down to zero -- redlizing all you don’t
know, reducing yourself to nothing, and then opening up to being
remade.

For example, when entering cadets or “plebes” are questioned
by upper-class officers, they are restricted to four answers: “Yes, sir,”
“No, sir,” “No excuse, sir,” and “Sir, | do not understand.”

The system doesn’t always seem fair, but plebes learn to live
with the injustice anyway. The lesson: no matter what the
circumstances, they must live up to their duties. Early in their careers,
that may mean presenting themselves with proper military bearing.
Later, they will be responsible for other lives.

Make Success a Habit At West Point we don’t teach cadets to
listen for the good of their souls. We teach them that success
depends on their understanding of the demands being placed on
them. After all the briefings and all the practice and all the lecturing
is over, we send them out to do the job -- fully expecting that they
will accomplish everything they set out to do. This is the key: We
expect success. There is “No excuse, sir,” for performance that is not
perfect. Officers want results. They aren’t interested in elaborate
explanations of why you couldn’t deliver.

Withhold Rewards In their plebe year at West Point, cadets are
not frequently praised for a job well done. if you reward people too
frequently, they become dependent on positive reinforcement for
successful performance. We save praise for thoroughly important
achievements. The Academy does encourage self-reward by setting
up experiences to find internal satisfaction from work well done.

Pursue the Harder Right Cadets are expected to behave
morally and professionally in all instances. Leaders should always do
the right thing, as opposed to doing what is expedient, pragmatic, or
popular. West Point asks cadets to go one step further and reach for
“the harder right.”

Before a leader makes a decision, he must imagine his range of
influences as a circle. The harder right is the decision that most
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positively affects the widest possible circle of people. This requires
“moral math” that isn’t instinctual -- it must be learned. Our ethical
instincts tell us to do right by those immediately around us -- our
friends, family, and close colleagues. But at West Point we demand
that our leaders cast the circle ever wider and take into consideration
not just those nearest to them, but the Army, the community, the
nation, and the world. This concept takes years to learn. it is a
continual process of raising one’s sights to include more and more.

Push for Perfection In their first experiences of direct
leadership, many leaders encounter what they perceive as a
dilemma: maintaining a positive relationship with their subordinates
while demanding high standards of performance.

During my plebe year, | was particularly aware of the constant
corrections of my appearance and behavior by a certain yearling. At
first | perceived his attention as sheer harassment arising from some
inexplicable malice on his part. One day, however, he made several
suggestions for my well-being. From then on, | began to change my
opinion about that cadet, believing that he hadn’t been harassing
me at all. His high standards would help me to succeed. | was
inspired to try my best to fulfill his expectations.

Encourage Risk Taking A former cadet | know carries in his
wallet a brief ethic for leaders:

Risk more than others think is safe. Care more than others
think is wise. Dream more than others think is practical. Expect
more than others think is possible.

Leaders should accept honest mistakes by subordinates. We all
learn from our mistakes -- unless leaders create an atmosphere in
which mistakes cannot survive.

A story about retired IBM CEO Thomas Watson Jr. dramatizes
this point. IBM lost $10 million due to the mistake of a subordinate,
who handed in his resignation in shame. Watson rejected it
categorically. “Not on your life!” he said. “You think I’ll let you go
now dfter spending $10 million on your education?”
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cadet /kordet/ n. ( FERBERM ¥R, EERIE, BERIE

from scratch [RIMESETHE, NBFE MK BE; AFER

plebe /plitb/ n. (3] (EEFRBEFZRN ) —ERTE

elaborate /1"leebarot/ a. EZH, HFRM

expedient /ik'spi:diont’ a. A SFIZEM, H FRFIEEN  NEZITH

pragmatic /praeg'maetik/ a. SEFE XY

instinctual /instipktfuaV a.=instinctive (T )ABEM, (T IR M, (€
=B N=Roi: |

by [FRRER X, X do well ~ a friend {FAAA T

subordinate /so'bo:dinet/ n. ER/&, TR

yearling /jailny n. [ZE1ER _FR¥FR

inexplicable /unik'splikebV a. FEiEIHBAN, BB, ER/HYM

malice /'maelis/ n. LR, 581R

resignation /rezig'netfary n. FERH, B2

categorically / keeti'gorikolV ad. 2353, Io K4t ; iRFAMD, & T Lt

on your life [ANAFEE @R -
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MNESTABRZXMALXFE, RPBEISERE: LR EFERENM,
ST ERSF, MR AENSRH, BRosERmekH i)
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BATHRL BARERILEFRNEL—FE#, ZXRIEHRLED
EwH,
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ShJRABIERUTIRBL . £, RN OESSIER—TEIL,
INAMBRTHESEMERRYNONER. AEH—X, fiiERE
TILHEBW, 2R AT HE. AREE, RABIIERIRANF
ANEE, REMMUIIRATEARIRR. NS ERER IR
BT, HREEE, FTRBRGEHFHEMERAIAE.
BEMER FARAN—AFREMRNREEXE—XASEN

AMAEZKTFER, 2 %4; WHAB IS, RIHA;
FeRIAE G4, RAFERR; WAL SHE, EA T,

TRIMNTLZE, GSEREER., BINIAREBERE —5
K—&, BRERSAFBE IS, #HILHER, m— B FFI%.

IBM EL R EFEHRITE/NRESE - AFO— B RE H
- ATX—ms, IBMEA—ANTERIMN\BIRMEKT 1000 FET, X
P AR IEBME F T HAFIRBIE, AFRTIERNRBIELT . 4K
/" A, “RIAARSEIBIRMT 1000 FETFEHBHZFINAER
AREL?”
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XPHEENRFRAR—NRHBAFNRFR. —TALRBHR—T
WA, WRSERXREE, MZAEBEES, 282H8c,
BRARNNEHED, MARNBBNAL . IBBENAL, RIVRES
MTBER. BEAR, MANELIMNGEW, FEBCHESIRINEE S

Perhaps the only test score that | remember is the 41. | was in
high school. The class was taught by one of the two teachers that
impacted me most, Mr. Bales. The other teacher was Mrs. Drew
from the seventh grade. It’s amazing how | can remember from over
30 years ago my two most impacting teachers.

The eighth grade. It was a time when |, like most, didn’t know
what | was to be in life. The drama of that time of youth was simply
get through school and make the long walk home.

There are some things that will still be like the eighth grade
when you get to be eighty.



