WHAT FOLLOWERS WANT


a.
Since expectations/wants vary with the situation, differences do 

 

exist as to which wants are more important.

b.
In order to complete your missions successfully, you must know 

 

your followers. The following is a general description of what most 

 

cadets expect:



(i)
Good Leadership:



It is important that the cadets be certain that you are acting 

 


in the group’s best interests and that your decisions are not 

 


impulsive. Remember that trust must be won, and is never 

 


granted automatically. Leaders must constantly prove to the 

 


cadets that they are worthy of their trust. 



(ii)
To Know What is Expected of Them:



Your cadets expect information. They want to know how, 

 


where, when and above all, why you have asked them to do 

 


something. 



(iii)
To Be Recognized for Good Performance:



It is important that you congratulate your followers when they

 


turn in a good performance, just as you criticize them when 

 


their performance is sub-standard. If your cadets feel that 

 


you are satisfied with them, then they will be more inclined to 

 


maintain high standards.



(iv)
To Be Treated with Dignity:



You demand respect from your cadets. To often, leaders 

 


assume that respect comes with their position or rank. 

 


However, respect must be earned. Treat your cadets with 

 


the same level of respect as you expect from them.



(v)
To Have Opportunities for Promotions:



Although you are not responsible for promotions in your 

 


squadron, it is your duty as a leader to inform your superiors 

 


if your cadets perform well. In this manner, you increase 

 


their chances for advancement. You can also reward their 

 


efforts by assigning special duties to the worthiest cadets. 

 


For example, allowing the cadet to give roll call

 

(vi)
Freedom form Over-Supervision:




If you supervise your cadets too closely you may destroy 

 



their team spirit. Overly strict control can impede the group’s 

 



social development and teach the cadets to fear making 

 



mistakes. Give them a chance to enjoy being cadets.


(vii)
To Engage in Social Activities:
 


Cadets wish to have fun, make new friends and socialize 

 


among themselves. To foster team spirit, a leader should 

 


organize regular opportunities for the team members to 

 


develop the links that are so important in holding the group 

 


together.



(viii)
To Receive an Explanation for Changes:



Nothing causes a team member more anger or frustration 

 


then a leader who changes an established plan without 

 


providing an explanation. Followers of a leader who changes 

 


the plan frequently and for no apparent reason may view 

 


their leader as indecisive even if the leader was acting on 

 


orders. This does not mean that you are required to account 

 


for all your decisions to your cadets. Simply ensure that your 

 


cadets understand the situation.



(ix)
To Be Assigned Stimulating Work:



When you assign tasks, ensure that your cadets feel that 

 


their work is important to the success of the mission. They 

 


will rather quickly see through any attempt to just keep them 

 


busy.



(x)
To Be Treated Equally

 


Avoid showing favouritism. Be sure to award those who 

 


make an outstanding effort and reprimand those who  

 


perform poorly.



(xi)
High-Contribution Opportunity



Provide the cadets with an opportunity to express their 

 


thoughts and ideas and suggest solutions to common 

 


problems. As a leader, you may benefit from the entire 

 


group.

INCENTIVES TO PERFORMANCE

a.
Positive incentives, such as recognition and participation, are used 

 

because they increase both performance and the welfare of the 

 

cadets. 


b.
At times, unfortunately, such negative incentives as fear and

 

punishment are required to motivate behavior. Negative incentives

 

should be avoided whenever possible since their effects tend to be 

 

short-lived and decrease morale. 

 
c.
You can employ many incentives likely to encourage the cadets to 

 

satisfy their aspirations and motivate them to improve their 

 

performance. Some of the most important positive incentives are as 

 

follows:



(i)
Promotion:



Promotions often depend on your recommendation and the 

 


evaluation of a cadet’s performance. Ensure that only the 

 


best candidates are recommended for promotion by 

 


evaluating their performance impartially and objectively. If 

 


your cadets see that, at the outset, that very good 

 


performance is rewarded by a promotion, they will do their 

 


very best.



(ii)
Recognition:



You must recognize good performance and commend your 

 


cadets when they do well. However, this should only be used 

 


when it is truly deserved. If praise is given too frequently, it 

 


becomes a doubtful motivator.



(iii)
Competition:
 


a.
Providing various competitive opportunities can help 

 



to enhance performance. Cadets may compete with 

 



themselves, with other cadets or as a member of a 

 



group competing with other groups. The habit of 

 



constantly improving performance will often reflect 

 



positively on the cadet’s work.




b.
Even though competition is good positive incentive, it 

 



is important to make the cadets aware of the possible 

 



dangers of putting to much emphasis on it when 

 



dealing with young cadets



(iv)
Knowledge of the Results:



If you advise the cadets of their process, they will almost 

 


certainly improve their performance since they will be more 

 


aware of their weaknesses. Performance interviews are 

 


particularly important because  they enable the leader not 

 


only to underline the points that need improvement, but also 

 


to suggest concrete ways of improving the situation.



(v)
Participation:



One of the best incentives to job performance is that of

 


encouraging participation in the decision-making process 

 


when an opportunity arises. Participation is ideally suitable 

 


when dealing with tasks to be performed. The advantages of 

 


participation are:




(1)
It is an opportunity to receive some good suggestions;




(2)
The cadets become more confident when they  

 



realize they will be consulted and that their point of

 



view will be taken into account;




(3)
The cadets tend to identify more strongly with their 

 



work; and




(4)
The cadets develop a sense of responsibility.



(vi)
Enthusiasm:



The enthusiasm of leaders and their superiors plays an 

 


essential role in motivating the cadets. Poorly motivated 

 


leaders usually have cadets who are even less motivated 

 


then they. Further, enthusiasm is contagious. If leaders are 

 


perceptive and energetic, their cadets will probably turn in an 

 


excellent performance.



(vii)
Organizational Efficiency:



The organization of a group’s activities can effect motivation 

 


of its members. Cadets can be better motivated if the duties 

 


associated with each position are clearly defined, the chain 

 


of command is clearly indicated, the equipment is 

 


appropriate and the tasks are carried out in an orderly and 

 


conscientious manner.


 
(viii)
Delegating Authority:



Delegating authority to the cadets guarantees the effective 

 

 
execution of all activities. Delegation stimulates interest and 

 


initiative. If leaders can not organize their work so that some 

 


of it can be delegated, the cadets will have no opportunity to 

 


improve their skills and their sense of initiative will be stifled. 

 


Further, they 
will receive the impression that they are not 

 


trusted, especially if the leaders are unable to deal with 

 


serious problems because they devote to much time to 

 


routine tasks that they should have delegated.


 
(ix)
Avoiding Over-Control:



Supervision involves verification and correction. One 

 


establishes supervisory mechanisms in order to compare the 

 


desired objective with the actual results. One of the best 

 


methods of supervision is, of course, direct supervision. 

 


Nevertheless, a leader must resist the temptation to 

 


supervise too closely, since this:

 


(1)
would become an obstacle to the execution of 

 



assigned tasks and give the impression that the 

 



leader does not trust the cadets; 




(2)
would leave no room for initiative or improvement on 

 



the part of the cadets; and 




(3)
would waste the leaders time.



(x)
Development:



By allowing the cadets to improve their skills, you improve 

 


their motivation and performance. You also prepare them to 

 


assume greater responsibilities in the future.

(xi) Proper Selection:




(1)
If people hate their work, they will undoubtedly turn in 

 



a mediocre performance. Care must therefore be 

 



taken to assign tasks to your subordinates that are 

 



consistent with their preferences and qualifications. 

 


(2)
Although there are tasks that nobody wants, a leader 

 



can be relatively flexible with regard to the need for 

 



carrying out such tasks because it is up to the leader 

 



to determine whether the tasks are truly necessary, 

 

 

and, if they are, they can be distributed on an

 



equitable basis.

MASLOW’S HIERARCHY OF NEEDS


MORALE
General:

 
Morale is a “state of mind”. It directly influences the performance and 

 
proficiency of individuals and, therefore, that of the organization itself. 

 
Morale is about how a person feels about his/her job, not a reflection of 

 
how he/she feels about the unit or organization.

Morale - A Basic Requirement in a Group:
 
a.
A group enjoys high morale when its individual members have a 

 

feeling of well-being. An individual's morale results from the 

 

interplay of that individual's attitudes. Group morale, however, is far 

 

more than the mere sum of the members' attitudes; rather, it is the 

 

product of their collective efforts. 

 
b.
The group's relationship with its leader is vital to good morale. 

 

Morale is influenced by the following factors:

 

(i)
Common Purpose:
 


Awareness of common purpose can best be stimulated at

 


the grassroots level by leader in charge of a small group.

 


The idea of working together in teams to achieve short-range

 


goals provides the group with overall common objectives. If 

 


all your cadets work together to achieve the same goal, they 

 


will have a tendency to stick closely together and push in the 

 


same direction.

 

(ii)
Leadership:
 


As a leader, setting a poor example and neglecting to 

 


practice what is taught, can destroy morale. An inept leader 

 


always destroys the group's sense of well-being and gives 

 


rise to the perception that nothing is going right. Following 

 


good leadership principles will foster good morale.

 

(iii)
Discipline:
 


Discipline is essential for fostering good morale in air cadets.

 


You should ensure that no individual is allowed to affect the 

 


good morale of your group. By maintaining good discipline, 

 


you show the cadets that you are in full control of the 

 


situation. They will tend to trust your leadership more if they 

 


feel you are in control.

 

(iv)
Self-respect:
 


Before morale can be generated, individual members of the 

 


organization must have their own feelings of self-respect. It 

 


is a normal human need to belong and contribute to a group, 

 


and you should encourage and use this need. 

 


(1)
Work should be assigned corresponding with training 

 



and ability, and with regard to the cadet's special 

 



talents. 

 


(2)
Praise should be given promptly and publicly, and 

 



criticism should be made intelligently and generally in 

 



private.

 
 
(v)
Pride:
 


Once self-respect is achieved, pride in the organization 

 


should be stimulated. 

 


(1)
You should arrange sports and competitions with 

 



other flights or groups, and always be alert for the 

 



opportunity to engage your flight competitively with

 



other groups. 

 


(2)
Encourage suggestions from the group for group 

 



activities such as informative and recreational 

 



activities. 

  


(3)
You must take the initiative and provide group 

 



participation. 

 

(vi)
Comradeship: 

 


This is an intangible but is, nevertheless, real. You must 

 


encourage group members to develop a sense of loyalty, a 

 


sense of family and a sense of humour. This builds a reserve 

 


of strength that the group can call upon in difficult times.

 

(vii)
Mutual Confidence:

 


This is closely linked to comradeship, but tends to be a form 

 


of mutual respect between cadets based on each other's 

 


professional abilities. 

 


(1)
It must exist at all levels and between all ranks. 

 


(2)
You must make every effort to be technically 

 



proficient and keep abreast of current trends and

 



developments. 

 


(3)
Confidence can be greatly enhanced if you are able to 

 



carry out any task you may require your subordinates 

 



to undertake. 

 



Ie:
Your cadets will be more inclined to shine their 

 




boots if they see you are doing it too. 

 


(4)
The group must have the confidence that you, their 

 



leader, will represent them fairly and accurately to the 

 



higher echelons of command. Take their side if 

 



required and recommend them if deserved. 

 


(5)
You must refrain from criticizing seniors if mutual 

 



confidence is to be achieved and maintained.



(viii)
Cadet’s Well-Being:
 


Problems that the cadets may be having at home, in school

 


or even at the squadron can grow and ruin morale and 

 


efficiency. The leader must be aware of the ways in which 

 


the cadets can be helped by various agencies. The leader 

 


must act promptly and show sincerity.

 

(ix)
Comfort and Welfare:
 


Cadets will work long hours under bad conditions and 

 


morale will not be affected, provided that:

 


(1)
you tell them why; and

 


(2)
they are satisfied that you have a sincere interest in 

 



their welfare.

3. 
Attitudes that Make Up Morale:
 
When considering the complex attitudes which makeup morale, the leader 

 
must consider how people respond to the various circumstances of their 

 
working life. The state of anyone's morale at any given time depends upon 

 
and is measurable by their attitude to: 

 
a.
the squadron;

 
b.
themselves;

 
c.
their companions; and

 
d.
their leader.

ESPRIT DE CORPS
Esprit de Corps:
 
a.
This represents one's pride in belonging to a particular organization

 

or unit. Basically, it can be described as your sense of group 

 

identity. Esprit de Corps pertains to a group and can be instilled in 

 

the individual in so for as he/she identifies themselves with the 

 

group, such as a band or drill team. Esprit de corps is directly 

 

proportional to the success achieved by the leader in meeting 

 

certain requirements. 

 
b.
You can contribute to the development of esprit de corps by 

 

exerting your influence and personality in the following areas:

 

(i)
Pride in the Group:
 


Cadets have the conviction that their separate skills have 

 


been integrated and coordinated by their leaders, who are 

 


themselves part of the group and not distant figures of 

 


authority. From this group-pride springs a desire to create a 

 


coherent unity to which all members are intensely loyal.

 

(ii)
Uniqueness: 

 


If a group is unique, such as a squadron that maintains an 

 


exceptional standard of performance year after year, or a 

 


group that wins an important competition, the cadet's feeling 

 


of pride intensifies. If, in addition, all the cadets are involved 

 


in the group success, the intensity of esprit de corps that can 

 


develop is almost unbelievable. 

 

(iii)
Tradition: 

 


In squadrons with a tradition of success and efficiency, valid 

 


traditions are passed on and their impact on new cadets is 

 


immediate and forceful. The tradition is usually passed on 

 


from generation to generation by senior cadets. These valid

 


traditions are manifested by banners, trophies and squadron

 


names. These provide constant reminders that create daily 

 


challenges, and inspire cadets to greater efforts that will 

 


enhance the efficiency of their particular squadron. This is 

 


not to say that squadrons that are not successful do not 

 


have traditions.



(iv)
Dynamics:
 


Esprit de corps is energetic. It thrives on the desire to excel, 

 


and on the belief that the particular unit shall have no equal 

 


in the performance of its specific functions. It is reflected also 

 


in a general pride in behaviour and dress, outward signs of 

 


harmony, good discipline, and efficiency in other matters. In 

 


most cases they have team cheers and colours. This allows 

 


them to be readily recognized as members of an elite team. 

Differences Between Morale and Esprit de Corps:

 
a.
Esprit de corps and morale are separate entities. Either can exist 

 

independently of the other. 

 
b.
Morale is how you feel about your job, your leaders or yourself, 

 

while Esprit de Corp is the pride you have in your group, unit 

 

or organization. 

DISCIPLINE

Definition:


Discipline is defined as mental and moral training or a system of rules for conduct.

Guidelines for Effective Discipline:

The requirement of trained obedience demands both mental and physical readiness. In terms of stress, it is essential the orders be clearly understood and carried out with promptness and efficiency. It’ll be necessary for all staff to maintain a particular level of discipline in order for your job to be done effectively. Some guidelines for maintaining effective discipline are:

1.
Maintenance of Communication
a.
Followers can not be responsible for things they do not know or have not been told;

b.
Communicate your ideas in a precise manner;

c.
Ensure orders are understood;

d.
If a follower's performance does not measure up, tell him/her so and explain why;

e.
Be open to feedback on methods to improve efficiency;

2.
Enforcement
a.
Enforce discipline fairly; 

b.
All regulations apply equally to all people;

c.
Correct offences quickly. Punishment after the fact is not as effective, as no cause-effect relationship exists; and

d.
Get the facts behind the act! Did the offending person(s) have a reason?

3.
Standards
a.
Set and maintain high standards of performance. Changes in a leaders expectations only cause confusion; and

b.
A person, who does a less than average job and is not corrected, has little incentive to improve, and is likely to let performance deteriorate.

4.
Understanding
a.
A leader must know his/her followers and their situation;

b.
A leader must know his/her responsibilities to followers;

c.
A leader must understand the job to be done; and

d.
Popularity is not a priority; effective management of personnel is.

5.
Personal Example
a.
Without self-discipline, a leader can expect little discipline from his/her followers;

b.
A disciplined leader plans and organizes his/her task; he/she knows what he/she wants done and how;

c.
A leaders actions, both conscious and unconscious, act as an example for followers to imitate;

d.
Effective leadership is based on personal consistency; the standards a leader requires of his/her followers should not go up and down; and

e.
Only by setting a good example can discipline be administered.

Note:
The guidelines for effective discipline can be summarized by the term "MESUP". 

CORRECTION
General:
The purpose of corrective action deserves your special attention. To understand the purposes of correction should ensure that you would behave in an intelligent and effective manner in all your dealings with your group. These purposes can be stated in this way:

a.
To ensure the mission is accomplished;

b.
To teach the person to do a better job in the future; and

c. To motivate someone to perform better.

Guidelines when Taking Corrective Action:
a.
Performance must be below standard in order for you to take corrective action, don’t use correction action to impress someone.

b.
Take correction against the right person; avoid mass correction.

c.
Correct mistakes as soon as possible; avoid delays.

d.
Support corrective actions taken by your superiors or subordinates.

e.
Correction should be done away from the group.

f.
Apply your standards consistently and remember that circumstances are seldom the same thus remember:  “the punishment must fit the crime”.

g.
Inform your superiors of serious or repeated incidents.

Steps to Follow when Taking Corrective Action
Make your corrections in such a way to encourage the person to learn from the experience. This involves using a positive and calm tone of voice and a confident, helpful manner. Steps to follow in taking corrective action are:

1.
Confirm that the cadet is in fact doing what you think they are. Be certain that it is an infraction of the rules.

2.
Get their attention and have them stop what they are doing.

3.
Approach the cadet calmly. Do not attempt to correct the cadets while you are angry and irrational.

4.
Ask the cadet questions to determine:

a.
 If they are aware they are doing something wrong;

b.
If they are aware of the regulation regarding that particular activity; and

c.
If they are aware of how to correct that activity;

By asking these questions first, you ensure that you do not falsely lay blame, or improperly reprimand the uninformed.

5.
Inform the cadet of the regulations pertaining to what they are doing wrong, and be certain they understand you. Tell them the correct way to go about what it was they were doing wrong; 

6.
Make the cadet do it right. If the cadet was not following the correct marching route, tell them the correct one, and have them go back and follow it;

Note: If violating a rule is easier than following it, it is hardly reasonable to expect that the cadet will follow the rule. Cadets will tend to march only when they believe they are being watched. Cadets made to return to where they started will find it terribly inconvenient, and will begin marching all the time because of the chance they would be seen again. It is now more convenient to march than to follow the whole route twice.

7.
Supervise the cadet as they go about correcting their behaviour. If you tell a cadet to do something a certain(correct) way, watch to see that they do. If not, have them do it again;

8.
Follow-up the incident. Take the cadet’s name and inform their Course Officer or Flight NCM of the incident if you feel it is necessary. If you notice a large group of cadets making the same mistake, take steps to see that the problem can be corrected. 

TIPS FOR SOLVING PROBLEMS

a. Identify the problem

b. Analyze the problem

c. Develop alternate solutions

d. Decide which solution is best

e.
Implement the decision

f.
Study the outcome
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