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ship—it's full of great information. Sometimes, it's roo

ratecd information for me to sorl oul and ose when 1 need
it. I've simplified it 1o make it work for me and to show you
what 1 think it takes ta lead and understand the coldiers you
are trving to lead.

First of all, if you want to be consistenl as a leader you
necd rules 1o po by, 1 picked teo rules that work for me. My
first rule is something we all do every minute of the
day—Ilcud by example, The second rule—always remember
what rule number one s

Besides rules, leaders need prioritics to give them diree-
tion. My priorities are high standards, a high state ol disci-
pling, self-discipline. a high state of soldier und cqwpmenl
readiness, professional development for NCOs and leaders
who are positive role models.

Tor goowith rules and prioritics you need a leadershup style
or technique. BM 22100 gives vou three. Dhrecling, parlic-
pating and delegating, Knowing them and then just pick-

I’m sure you've all read FM Z2-100, Military Leader-

ing one out to follow won't work. You have (o consider other
things belore you select astvle. Primarily, yon have to consid-
er the individual soldier vou're Icading. | l::Elll my technique
for selecting a style the “three-meter zone.”

Yo can L;l’rc_gﬂrl?c sildicrs in your mind arny way that
works for vou, but three-, 50- and 100 meters is a context |
can easilv visualize and understand. It helps me know who
I'm dealing with and helps me pick the styvle [ need to use.

When Twent through basic training a lot of emphasis was
placed on mines and booby traps osed i Viel Nam Becaose
thev were causing a lot of casoalbes. [ remember o demaon-
stration that dealt with an anti-personnel mine called a
“Houncing Betty,” When stepped on, this mine bounces upas
much as waist high before it detonates. As you might cxpect,
the results can be devastating. The instructor told us if vou're
wilhin three meters when it detonates you probably won't
survive, Al 50 meters, he said, vour chances of survival im-
prove dramatically. At 100 metecs vou're relatively safe from
this weapon. _

Alter lislening Lo that instrouctor and secing picturcs of in-
testines hanging out, I was sure I never wanted to be caught
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in Bouncing Betty's three-meter zone, Much like Bouncing
Detly, leaders also have a three-meter zone,

Three-meter soldiers require constanl aftention. If they
don't get it they will do something that causes vou ta give
thern some attention. They'll get a DU beat on a spouse,
tnke drugs, write bad checks or [orget to come to wark. Or,
when they fimally do come towork thev will he on endless ap-
pointments. Most of them continue to extend their tempo-
racy " No Phyzical Training” medieal profiles. You can'l give
Lhese suldiers the attention they necd unless you keep them
in your three-meter zone,

When you give them a mission, give them ofesefled insiruc-
lions. Make sure vou tell them who, what, where, when, why
and how. Then tell them all the negative Lhings that will hap-
pen if they fail to complete the mission. Keep reminding
them of the dangers of being in vour three-meler zone.

You never have to highlight the positve to three-meter
soldiers, because they fully expect o recerve animpact award
for any missian they complele. Even if someone else eom-
pletes it for them. You have to constantly check onthree-me-
tersoldiers to remind them of their mission, because they like
o lose track of what they're supposed to be doing.

Om the ather hand, if you lose track of them, they will wan-
der aut of your three-meler zone. The problem with that iy
they usually wind up in the first serpeant’s three-meter zone.
I"his means yoe have (o pointo the first sergeant’s three-me-
ter zone 1o gof them back, And spending too mueh tims in
first sergennts’ threc-meter zones may soon hove them ques-
tioning vorr masimum effective range.

By design, life i the three-meler zone is extremely un-
pleasant—Ilife expectancy can be very short, In Tacl, no one
survives the three-meter zone because the intensily of the
fragmentation when alender detonates is too much for three-
mefer salthiers o survive,

Yourjob, though, is 22 Lel them sunvive, To el them out af
the three-meter zone, you give them iwo survival oprions.

Firat, tell them what actions they must take to getow of
ihe three-meter zone, You have o

or one-hundred-meter zone. Mo matter how they got ta be
All-meter saldiers, they require the same leadership stle,

I just tald you how three-meter soldiers get to the 30-me-
ter zone. One-hundred-meter soldiers usually get there be-
cause of some negative experience. It conld be anything from
a4 soured marriage 1o not being selected far promotion.

With the right kind af leadership and positive cncourage-
ment vou will get them baek 1o the 100-meter zone. With the
wrong kind of leadership, they could just as easily be headed
1o the three-meter zone.

When you give 50-meter soldiers a mission you stll need
to give detailed instructinns by deseribing the positive Lhings
that will come from successfully completing the mission,
Fifty-meter soldiers look for positive things 1o happen in
their lives. The desire to have something good happen and
theirwillingness to work for it iswhat moves them to the 100-
mater zomne.

Omce you've given a mission to S0-meter soldicrs yvon
need to check on them enee in a while, becanse somerimes
they may need a little direetion or re-dhirgetion or a paton the
hack, They need to know that you're interested inwhether or
not they successtully complete the mission.

Remember, when they complete the mission they expect
something positive to happen. That positive action can be as
liltle a5 a4 pat on the back and same kind words, Bul il needs
to beramething. Your goal is to move thess soldicrs out to the
100-meter zone where the survival rate is very high.

Cne-hundred-meter soldiers are what we want in the
Army. One-hundred-meter soldiers are grown by positive
leadership that teaches them to do their jobs while constantly
reinforcing positive habits required to be an effective lesder
or soldier,

When vou pive T00-meter soldiers a mission, all vou need
15 (o lell them the desired resuli, provide them with a time
ling, the necessary resources and point them in (he right
direction. You can be confident that the jobwill get dane,
That's because the way they were hraught up constantly rein-
forced the importanee of getting the jokb

maze it very clear that all of the nega-
tve allenlion-getting activities have
lo stop. No more DU, cpouse baat-
mngs or writing of bad chocks, Mext,
tell thermn what the standards are and
what vour expectations are. Then, tel!
them to eoncentrate on accow plish-
ing their dutics te the ulmost of their
ability, Finally, you (el themit they
do those things they'll g2t out of the three-meter zone and
threc-meter zone and be headed for the relative safery of the
HfTv-meler 2one.

[firee-meter zone soldicrs don't respond 1o the Lrst sur-
vivill pption by taking the actions laid out for them, then you
have o resort 1o a secend option, The second option meets
your chiigation w the Army and to other soldiers. That op-
tion 15 [0 end thedr Army career and fo dait as quickly as pos-
sible, Whichever agtion is cliosen, the end resalt st be that
thay lmmve the tiree-meler zome,

Mexl is the S0-meter soldier. Same saldiers start ot in
the S0-meter zone and same come there by the three-meter

Life in the three-meter
zone is extremely
unpleasant—life
can be very short.

done. They also know, without being
tald, that positive things come from get-
ting the job done. They also know, with-
vl being told, ahour the three-mater
rone, All these soldicrs need from vou
15 a plance in their dircction onee in &
while—just to ler them know that you
know they're there and yau care aboul
the jab they're doing,

One-hundred-meter soldiers aren't diiven by the fear of
the negative or the possibility of reward. They're driven by
{he satisfaction of successtully completing the mission,

There vou have it FM 22100 simplified. Twoe solid rules,
some priovities and a lechnigue for selecting a lendership
style. [l

Leady is conand sergeant inajon, F1, Myer Miftary Comamn-
e Fr Myer, [,
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