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Training Objective

• Task: Understand Steps 1 and 2 of the Citadel 
Training Method with a particular emphasis 
on how it impacts you as a thirdclass cadet

• Condition:  Given the Citadel Training Manual 
and having already had an introductory 
overview LTP on CTM

• Standard:   As part of a group, correctly apply 
Steps 1 and 2 of CTM to a thirdclass-specific 
scenario 
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5 Steps of CTM

• Set expectations
• Build basic skills
• Give feedback

– INPUT+

• Follow through with consequences
– PRIDE 

• Work for growth in others

These two are 
the subject for 

today
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Step 1: Expectations 
• “Setting expectations” is the 

first step in the five-step CTM 
process

• Clearly spelling out 
expectations:
– Gives subordinates every 

possible chance of doing the 
task correctly

– Helps subordinates understand 
why they are doing what they 
are doing

– Increases subordinate 
commitment and ownership

– Reduces “the fear of the 
unknown” and the stress 
associated with it
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In describing how he teaches kids baseball, 
Cal Ripken says, “Explain the why. … you’re 
explaining the why so they buy into it and 
they become their own coach after time. 
Your credibility goes way up if you can 
explain why.”  How is that Step 1 of CTM? 



Step 1: Expectations

• Two types of expectations
– Implicit

• Usually are not openly discussed
• Can become sources of ambiguity and friction
• Leaders expectations can not be assumed as being self-

evident to others

– Explicit
• Are purposefully and deliberately stated
• Can be labor intensive and at times awkward
• Still, they are usually worth the effort in the long run.  Why?
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Step 1: Expectations
• A complete expectations statement includes:

– Desired result
• “Your papers are due at the beginning of class on 25 Feb.”

– Guidelines
• “They must argue for or against NATO expansion, be between 1,000 

and 1,200 words, and be formatted and cited in APA style.”
– Resources

• “I recommend you have the Writing Lab review your rough drafts, and 
I also am available to help you during office hours or by appointment.”

– Accountability
• “I’ll be grading the papers using the rubric in the syllabus.”

– Consequences
• “The assignment is worth 200 points which is 1/5 of your total grade.”
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Step 1: Expectations

• Desired result
• Guidelines
• Resources
• Accountability
• Consequences

• What would an 
expectation statement 
look like for:
– Telling a knob to learn 

the Alma Mater
– Telling a squad member 

about preparing for an 
upcoming SMI

– Correcting a squad 
member who needs a 
haircut at breakfast 
formation
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Step 2: Skills

• “Build basic skills” is the 
second step in the five-
step CTM process

• Building skills involves:
– Preparing yourself
– Being “easy to lead” as a 

subordinate
– Developing others

Does drill primarily represent 
“teaching” or “training”? Why?  
What basic skills are necessary to 
execute a parade as a company?  
How are those skills mastered?
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Step 2: Skills

• Preparing Yourself
– Expand your knowledge

• Seek out new information
• Study the reference materials
• Get training

– Develop self-awareness
• Assess your strengths and weaknesses
• Draw on outside resources as necessary

– Prepare for expected and unexpected challenges
• Wargame likely scenarios
• Draw on your frame of reference and core values to handle 

unexpected ones

9



Step 2: Skills

• Assess yourself
– Identify two strengths
– Decide how you can leverage them this year
– Identify two weaknesses
– Decide how you can improve them this year
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Step 2: Skills

• Being easy to lead means:
– Respecting authority
– Complying with regulations and standards
– Giving maximum effort
– Being open and receptive to new ideas
– Being an active participant in the learning process

• The external pressure of the fourthclass system 
does much to coerce knobs to be easy to lead

• Now that that pressure is gone, how can you sua
sponte (“of your own accord”) be easy to lead?

11



Step 2: Skills
• Developing others

– Teaching
• Delivering information in an understandable manner

– Training
• Perfecting performance through repetition of the task

– Coaching
• Helping someone understand his present level of performance and 

guiding him to reach the next level
– Leading by example

• Modelling desired skills in a way that demonstrates that the 
leader’s words match her deeds

– Confidence building
• Generating the “small victories” that help subordinates press on to 

the larger goal
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Step 2: Skills
• Definitions of “leading” usually include the phrase 

“influencing others”
• Definitions of “setting” usually include the phrase “to 

establish”
• What is the difference between “leading by example” and 

merely “setting the example”?
• How is “leading by example” a leadership technique?
• What is the difference between “leading by example” and 

merely personally complying with regulations?
• What is the impact on followers when a leader’s words do 

not match his actions?
• What is a positive or negative instance of “leading by 

example” you have seen or know about?
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Open Discussion

• What are your 
expectations for 
sophomore year?

• What skills do you 
hope to build 
during sophomore 
year?
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Conclusion

• Any ideas for 
improving this class?

• Sophomores have 
two more CTM LTPs.  
The next one focuses 
on Steps 3-5.

• The one after that is 
an individual 
exercise.
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• Set expectations
• Build basic skills
• Give feedback

– INPUT+
• Follow through 

with 
consequences
– PRIDE 

• Work for growth 
in others
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