
CSM and 1SG Academy
Day 5



Training Objective

• Task: To understand the application of the “McChrystal Equation” to CSMs and 
1SGs.

• Condition: Given a 50-minute block of classroom instruction and “Guide to Being 
a Cadet Noncommissioned Officer at The Citadel” (NCOG).

• Standard: Develop a vision statement and intent as the senior NCO in your unit 
for how the members of your NCO Support Channel will apply the McChrystal
Equation. The vision statement must include an expression of the desired end 
state of what a NCO corps with credibility and commensurate freedom of action 
would look like and what would be required of all unit NCOs to collectively 
achieve that ideal. The intent statement must include how the senior NCO 
expects and empowers subordinate NCOs to demonstrate competence, act with 
integrity, and build relationships, and how they would use the freedom of action 
that would generate.



Agenda

• Vision
• McChrystal Equation
• Homework



Description and Purpose of a Vision
• An image of a future state
• A process the organization uses to 

guide future development
• Created as a result of collaborative 

effort
• Provides a sense of ultimate 

purpose, direction, and 
motivation for all members and 
activities within the organization

• Strategic Leadership Primer, 19-20



Uses
• Provides a means of analyzing 

and understanding the 
pressures and contingencies of 
the external environment

• Helps the organization identify 
what in the environment is 
important, what requires 
action, and what action should 
be

• Reinforces or establishes the 
basic values of the organization 
or effort and the leader

• Strategic Leadership Primer, 20



Relevance
• A vision is the first step in the 

development of strategies and 
plans for change, without which 
there is no clear direction or end

• Once the desired vision has been 
articulated, then the ways and 
means to achieve it are identified

• Strategic Leadership Primer, 20-21
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Culture and Change
• Leaders implement the vision 

to:
• Shape the organizational 

culture: Create, revise, or 
reaffirm organizational purpose, 
direction, energy, identity, and 
values

• Create change: Move the 
organization toward a more 
effective future state

• Positively influence: Shape the 
environment of the organization

• Strategic Leadership Primer, 24-25



Resonance
• “It’s the prominent and pervasive message that you want 

to convey, the frequently recurring melody that you want 
people to remember; and when it’s repeated it reminds 
the audience of the entire work.”

• Kouzes and Posner, The Leadership Challenge, 105-106



Compelling
• “You have to paint a 

compelling picture of the 
future, one that enables 
constituents to experience 
viscerally what it would be like 
to actually live and work in an 
exciting and uplifting future.”

• “For a vision to be shared, it 
needs to be seen in the mind’s 
eye.” 

• Kouzes and Posner, The 
Leadership Challenge, 139-140, 
144



Idealistic
• “Visions are about 

ideals…  They’re about 
the strong desire to 
achieve something 
great.  They’re 
ambitious.  They’re 
expressions of 
optimism.”

• Kouzes and Posner, The 
Leadership Challenge, 
130



Shared
• “When you communicate your 

vision of the future to your 
constituents, you need to talk about 
how they’re going to make a 
difference in the world, how they’re 
going to have a positive impact on 
people and events.  You need to 
show them their long-term interests 
can be realized by enlisting in a 
common vision.  You need to speak 
to the higher meaning and purpose 
of work.  You need to describe a 
compelling image of what the future 
could be like when people join 
together in a common cause.”

• Kouzes and Posner, The Leadership 
Challenge, 130-131



Ownership
• “The key task for leaders is inspiring a shared vision, not selling their 

own idiosyncratic view of the world.  What this requires is finding 
common ground among those people who have to implement the 
vision.  Your constituents want to feel part of the process.”

• Kouzes and Posner, The Leadership Challenge, 116



Focus

• “The most important role of vision in organizational life is to give 
focus to human energy.  To enable everyone concerned with an 
enterprise to see more clearly what’s ahead of him or her, you must 
have and convey an exciting, enabling vision of the future.”

• Kouzes and Posner, The Leadership Challenge, 125



“The McChrystal Equation” (NCO Guide page 51)
• In the NCO Creed, U. S. Army NCOs pledge to “at all times conduct 

myself so as to bring credit upon the Corps, the Military Service and 
my country regardless of the situation in which I find myself.” General 
Stanley McChrystal says that this credibility is the sum of  PROVEN 
COMPETENCE + INTEGRITY + RELATIONSHIPS, and it is that credibility 
that enables freedom of action. NCOs gain credibility when they 
conduct themselves “so as to bring credit upon…,” and every time 
they do, they increase their freedom of action.  At The Citadel, this 
freedom of action is the “corps running the corps,” and that is the 
work of NCOs.

• Stanley McChrystal, My Share of the Task, (New York: Penguin Group, 2014), 
142 and 271.



McChrystal Equation in Action

• Grant and Sherman
• Sherman had proved his competence and integrity as a subordinate at Shiloh and 

Vicksburg, and he and Grant had established a trusting relationship
• When Grant went to Virginia to fight Lee, he gave Sherman command of the Western 

Theater and the freedom of action to take Atlanta and begin his March to the Sea
• Lee and Jackson

• Jackson had proved his competence and integrity as a subordinate in the 
Shenandoah Valley, and he and Lee had established a trusting relationship

• At Chancellorsville, Lee gave Jackson the freedom of action to take his entire corps 
(28,000 men) on a 12 mile march to attack the Federal flank while Lee defended the 
front with just two divisions (13,000 men) against 70,000 Federals

• What are some cadet examples of the McChrystal Equation in action (or 
not in action)?



Homework

• Write a vision statement and intent as the senior NCO in your
unit for how the members of your NCO Support Channel will apply 
the McChrystal Equation 

• The vision statement must include an expression of the desired end state of 
what a NCO corps with credibility and commensurate freedom of action 
would look like and what would be required of all unit NCOs to collectively 
achieve that ideal. The intent statement must include how the senior NCO 
expects and empowers subordinate NCOs to demonstrate competence, act 
with integrity, and build relationships, and how they would use the freedom 
of action that would generate.

• Email a copy to me, your TAC, and your commander
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