
HO 3-1 Holding team members accountable 

One of the eight behaviors of principled leadership is “holding team members accountable for 
results,” which is defined as “holding others accountable for performance and outcomes within 
their control, ensuring they know what is expected.”  At the “engage” stage, sophomores are 
expected to show an appropriate developmental outcome in this behavior “by articulating 
expectations to others and equipping them with the necessary skills to meet them.”  At the 
“serve” stage, juniors are expected to show an appropriate developmental outcome in this 
behavior “by providing feedback and administering both positive and negative consequences 
based on performance.”  CTM steps 1 (expectations), 3 (feedback), and 4 (consequences) are 
very important in this behavior. 

Training Objective 

 Task: Hold team members accountable 

 Condition: Given CTM; with specific emphasis on the feedback mnemonic “INPUT+” 
and the consequences mnemonic “PRIDE.” 

INPUT+ 

• Immediate (On the spot or as soon as possible rather than days, weeks, or months later) 
• No name calling (“Cadet Jones” or “Fred” instead of “Yo,  dirtbag”)  
• Proper person (What are the pros and cons of group punishment or group reward?  

Under what circumstances are these effective or ineffective?) 
• Uniquely specific (“Swing your arms nine to the front and six to the rear” rather than 

“You suck at marching”) 
• Talk behavior (Focus on behavior, not the person… “We need to get your arm swing 

right” rather than “You’re a terrible knob”) 
• End positively (This increases the chances that the subordinate will have a positive 

attitude to the feedback) 
 

PRIDE 

• Progressive (Start with small rewards or punishments to allow “room” for more drastic 
consequences in the future) 

• Relevant (Must be meaningful to the subordinate) 

• Immediate (Close time proximity helps tie the behavior to the consequence) 

• Directed at behavior (Same as with Feedback… tie consequences to the behavior, not 
the person) 

• Even handed (Be consistent… avoid emotion, bias, and favoritism) 

Standard: Actively participate in and respond to selected vignettes about holding team members 
accountable. 



Vignette #1 

You are a squad corporal.  A junior in your squad who typically performs slightly below average 
in the military pillar is not in breakfast formation when the 1SG commands fall-in, and your 
squad leader tells you to go to the cadet’s room and get him.  This is the second time this 
semester this has happened.  When you get there, the cadet is awake but in his bed.  You tell him 
he needs to get to formation, and he tells you he’s not going to formation because he’s already 
late and he’s not hungry anyway. You consider your possible responses and determine you have 
three: 

1. Tell him, “Fine.  I’ll go enter you in CAS as AWOL formation.” 
2. Tell him, “Fine.  I’ll go enter you in CAS as AWOL formation, but I’m also going to 

write you up for disobeying an order.” 
3. Tell him, “That’s not an option.  The squad leader told me to come get you, and you can 

either come now or the next guys coming up here will be the PSG and 1SG.  If you 
hustle, you’ll just be late for formation.  If you act stupid, it’s going to be worse.” 

 

What are the pros and cons of each COA?   

Discussion points: 

COA 1 represents the most minimalistic means of holding someone accountable.  It is merely 
exercising the logical consequences of a person’s deliberate misbehavior.  While there may be 
some deferred learning and future deterrent value, it does not, however, accomplish the mission 
at hand which was to get the cadet to formation.  Basically it represents “don’t do the crime if 
you can’t do the time.”  The subordinate has decided he can do the time, which if allowed this 
option, is not conducive to his developing the core value of duty or the unit accomplishing its 
mission. 

COA 2 correctly identifies the fact that two offenses have occurred and recognizes the severity 
of this cadet’s direct and willful disobedience of authority.  It maintains the positional legitimacy 
of the squad corporal and does not create a precedent where that position would become eroded 
or irrelevant.  While this is a preferable outcome to COA 1, it still does not get the cadet to 
formation. 

COA 3 has all the elements of PRIDE.  It is “progressive” in that it begins with correction by the 
squad corporal and is prepared to escalate to the 1SG level if necessary.  It is “relevant” to the 
miscreant junior, because while he may not care what a sophomore says, he will be more 
cautious about losing favor with the 1SG.  It is “immediate” because he is told to “hustle” and 
the exchange is in the context of the present formation rather than PRs and tours to be dealt with 
later.  It is “directed at behavior”; both the original behavior that set the chain in motion (going 
to formation) and the behavior of obedience to authority.  It is “even-handed” because the 
upperclassman is not getting preferential treatment simply because he is a year older than the 
squad corporal or is not a knob. It also incorporates the “+” of INPUT+ in that it ends on a 
positive note because instead of boxing the cadet into a corner, it allows him a viable exit 
strategy if he chooses to take it. 



Vignette #2 

You are on a platoon run during Regimental PT and the PSG designates you as part of the 
straggler control team.  As you run past Mark Clark Hall, a cadet breaks away from formation 
and heads toward the front door steps.  You consider your possible responses and determine you 
have three: 

1. Note the cadet’s name and resolve to tell the PSG when you get to the barracks if he 
hasn’t rejoined the platoon. 

2. Break off after that cadet and ask him what he’s doing.  If he tells you he’s got to go to 
the bathroom, tell him “OK, catch back up when you’re done.” 

3. Break off after that cadet and ask him what he’s doing.  If he tells you he’s got to go to 
the bathroom, tell him “OK, catch back up when you’re done and tell me when your back 
in formation.”  Note the time he left the formation and the time he returns.  Run up to the 
PSG and report to him the status both when the cadet has left the formation and when he 
returns (or if he hasn’t returned by the time you enter the sally port). 

 

What are the pros and cons of each COA?   

Discussion points: 

COA 1 represents the most minimalistic notion of accountability.  At best, it allows you to know 
only where the cadet is not (he’s not in formation) rather than where he is (you can only assume 
he’s going to the bathroom and you have no idea where he might end up after that).  It also has 
none of the holistic accountability incumbent in finding out if the cadet is all right or helping 
ensure he gets the training value of the run (versus the “runs”). 

COA 2 is a little better in that you gather a little more information about where the cadet is 
immediately heading and provide him minimalistic instructions about what to do while separated 
from the group, but it hardly amounts to a “5-point contingency plan.”  It is not a closed loop 
system because you do not require any feedback from the cadet. 

COA 3 is the most complete solution.  It is a closed loop system because you require the cadet to 
report to you.  Based on having noted the times, you can give the PSG the information he needs 
to make a decision about consequences.  If the cadet catches back up in 10 minutes, that’s one 
thing.  If he is waiting at the sally port 20 minutes later, that’s another.  If he is still AWOL at 
reveille formation, that is yet another.  If he remains missing, your information about the time 
and place of his last known location may in fact be lifesaving if he is actually in distress. 

Vignette #3 

You are getting ready for an SMI and you observe your roommate sweep the many foreign 
objects and debris from your floor out on to the gallery.  You consider your possible responses 
and determine you have three: 

1. You do and say nothing. 



2. You remind him that the occupants of each cadet room are responsible for the adjacent 
gallery and you could get written up for the mess he’s created.  When he says something 
about a “tool,” you decide to leave it alone.  

3. You remind him that the occupants of each cadet room are responsible for the adjacent 
gallery and you could get written up for the mess he’s created.  When he says something 
about a “tool,” you tell him taking care of the place you live isn’t being a “tool.”  You 
grab a dust pan and broom, and, as he watches you, you clean up the gallery. 
 

What are the pros and cons of each COA?   

Discussion points: 

COA 1 should not be dismissed too disparagingly.  This is probably the most common reaction 
and certainly the path of least resistance.  It avoids conflict, and the risk of actually getting 
written up is relatively low in both probability and severity.  It is also the first rung on the ladder 
of “all that is necessary for evil to triumph in this world is for good men to stand by and do 
nothing.” 

COA 2 at least confronts the situation but it also is representative of that human weakness that 
tempts us to only do what is right when it is painless to do so.  When some cost is involved – in 
this case only the mildest of peer disapproval—we back down.  We have recognized that 
something isn’t right, but we lack either the bystander intervention skill or will to respond in the 
fashion we know we should.  This is the slippery slope of appeasement. 

COA 3 is a very mature response and very good leadership.  The cadet identifies the need and 
addresses the situation.  He perseveres through objection and obstacles but he does so in a way 
that has the appropriate level of force and keeps the situation in the proper context 
(understanding that more serious misbehavior would require a different response).  By doing this 
small duty himself, he not only accomplishes the mission, he also displays leadership by 
example.  The optimist is left believing that the cadet’s roommate will take this subtle 
chastisement to heart, and leave the incident with both a new sense of personal responsibility and 
a new appreciation for our hero’s diplomacy, personal power, and sense of duty. 

 


