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ACCORDING TO U.S. Army doctrine, “lead- development. Unfortunately, the institutional training
ership is key, and the actions of leaderportion of the Army’s leader development system
often make the difference between success and fdilas failed to adapt to the changing nature of con-
ure, particularly in small units.Teadership is a de- flict and does not adequately prepare lieutenants to
ciding factor on the battlefield and takes manyead soldiers in today’s environment.
forms. No one leadership style, action, or trait is uni- Changes in the conflict environment have created
versally effective for all situations. doubts about the relevance of the existing leader de-
What, then, should be the focus of Army leadevelopment paradigm as it prepares leaders for
development? Which traits should the Army detoday’s environmertJunior leaders must now lead
velop? Which actions should the Army emulate®oldiers in increasingly complex and ambiguous cir-
Which examples should the Army study as modelsumstances where seemingly simple tactical deci-
of leadership behavior, and which should the Armgions can have dramatic strategic implicatfoRe-
ignore as historical anomalies? The dynamic natutential unintended second- and third-order effects of
of the environment in which officers will lead is alsotactical decisions are not always immediately evi-
an important consideration in making any future dedent, especially to inexperienced new lieutenants.
termination. Newly commissioned officers might not be ad-
To maximize the benefit of its technological edgequately prepared to handle such situations unless
in materiel in any future conflict, the Army mustthe Army teaches them how to deal with ambiguity
adapt its leader development system to changesand complexity.
social, political, or military domains. As societies In addition to dealing with a changing environment,
change, new types of missions emerge and new ahe Army faces societal value changes, such as di-
ganizations form. The Army must anticipate leadminished service ethic and organizational commit-
ership requirements and develop the attributes its fment, which create additional challenges for direct-
ture leaders will need rather than relying on oldevel leaders.Just as advances in technology lead
leadership theories. to changes in equipment, organization, and doctrine,
One glaring weakness in the Army’s currenthanges in social and political conditions require
leader development system is its development of lieghanges in the way leaders influence subordinates.
tenants. The Army’s leader development program Because lieutenants are direct-level leaders who
emphasizes three pillars of development: institutionathotivate new soldiers during any operation, societal
training, operational assignments, and self-develoghanges will more likely present more leadership
ment? Because most new lieutenants have little opehallenges for lieutenants than for higher-ranking or
erational experience, their leadership developmestrategic-level leaders. Changes at strategic and tac-
rests primarily in the institutional domain. tical levels of the conflict environment present ad-
Because of their limited experience, lieutenantditional challenges for lieutenants.
are likely to be unsure of what aspects of leader-
ship they need to focus on for self-developmenfhe New World Order
Young leaders begin to understand where to focus Since 1989, the United States has shifted its stra-
self-development activities only after experiencingegic focus from opposing a single peer adversary
situations that call for leadership skills and receivingp countering an almost unlimited number of poten-
feedback on their performantéieutenants rely tial threats across the complete spectrum of con-
primarily on the Army’s institutions for their initial flict.® President George H.W. Bush used the phrase
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“new world order” to describe the changing strateBattlefield Dispersion
gic landscape. With the collapse of the Soviet Union Since the advent of the rifled musket, technologi-
and the rise of al-Qaeda and other terrorist organ¢al advances have caused the battlefield to become
zations, the strategic environment has become mughcreasingly dispersed and fragmented. As weapons
more complex and ambiguous. Lieutenants mushore lethal and communications equipment became
now be prepared to lead in conventional major themore reliable, commanders altered battlefield tactics
ater wars and stability operations and suppotb make soldiers more survivable. One tactical
opertations. This poses a particular leadership probhange was to disperse troops on the battlefield.
lem for the lieutenant who must inspire subordinateSince the late 19th century, the distance between
to accomplish any mission. Such strategic issues cresldiers in combat and other operations has been
ate myriad additional tactical leadership probléms. continually increasing, creating new challenges for
Because of changing global politics, societal idioleading soldiers in battlé.
syncracies, and organizational transformation, sev- Dispersion makes it more difficult to engage in
eral aspects of the tactical environment haveirect leadership to convince soldiers of their safety
changed. Operations U.S. forces are likely to be eand the importance of mission accomplishrient.
gaged in have shifted from conventional warfare t&€iting a study by Edward A. Shils and Morris
stability operations and support operations, the Glatanowitz in his bookCombat MotivationAnthony
bal War on Terrorism (GWOT), and contingency oKellet states, “Cohesion within the primary group
expeditionary operations. Troops are more dispersegas enhanced by spatial proximity, by the capacity
across the battlefield and interspersed with nonconfier intimate communication, by the provision of per-
batants, who range from nongovernmental organsonal protectiveness from junior officetslh short,
zations (NGOs), to members of the news media, tplatoon leaders provide a sense of security for sol-
displaced civilians. U.S. societal changes have adliers. Producing that feeling of protection when units
tered the force’'s makeup so it is more diverse, anake spread across larger and larger spaces is in-
soldiers have different value systems from those afreasingly difficult.
past generations. Each of these variables signifi- Dispersion adds to the leadership dilemma. Jun-
cantly affects leadership and should also significantlipr leaders are often faced with making political-mili-
affect the leader development system. tary decisions previously reserved for more senior
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officers® In a discussion of U.S. involvement in in civilian jobs*’Generation X’ers reportedly do not
peace operations, David R. Segal and Dana P. Eypessess the inclination toward selfless service to the
state, “The very nature of these operations precludéation?® A report on military culture from the Cen-
effective centralization of decisionmakin#.” ter for Strategic and International Studies states,
Whether negotiating, mediating disputes, or interpretThe family structure in the United States has been
ing rules of engagement, young leaders face diffweakened, and we have produced a generation of
cult decisions that require a broad understanding @iight young people who all too often lack role mod-
the mission’s context. Dispersion inhibits aels or moral anchors. In addition, a booming
lieutenant’s ability to seek guidance from senior ofeconomy, the lack of a major military adversary, and
ficers in how to deal with these issues and to efdecreasing numbers of community leaders with mili-
fectively monitor and control subordinate actiongary experience have made military service an in-
across a wide area of operations. creasingly remote issue for many Americais.”

The difficulty becomes even more problematic The implications are many. Soldiers who enter
when combined with other aspects of the changinghe military do so with fundamentally different
tactical environment. With the influx of members ofmotives. The leader must inculcate appropriate val-
the news media and other civilians on the battlefieldies in these soldiers and inspire them to accomplish
it is more likely that decisions at every level will missions they cannot easily link to a vital national
have immediate consequences for the entire opefiaterest. The leader must articulate the purpose of
tion. Noncombatants’ presence increases the likelan operation and clearly link it to a higher cause that
hood that military actions are no longer confined tquill motivate subordinates and inspire them to great
a military audience. Information quickly passes tqchievement.
civilian channels today. Seeing the broader picture An additional challenge for new lieutenants is the
and making decisions accordingly requires a matuiicreased number of civilians and noncombatants
lieutenant with an ability for systems thinking. on the battlefield. Noncombatants might be from
_ Systems thinking, according to Peter M. Sengghe host nation or from any one of a number
is “a discipline for seeing wholes. It is a frameworkof NGOs or private voluntary organizations (PVOs)
for seeing interrelationships rather than things.” on the battlefield, especially during humanitarian sup-
Because of the potentially strategic effect of tactiport operations. The news media has increasingly
cal actions, lieutenants must think through secondstepped up its efforts when U.S. forces deploy. This
and third-order implications of their tactical decisionsshenomenon is not restricted to humanitarian opera-
before executing them. They must see the interrgmns. The media is just as likely to be present on
lationships between parts of the entire system anfle conventional battlefield of the future as it is dur-
convey that understanding to subordinates to eMhg a peace operation. Leaders will have to know
power them to make decisions that do not creaigyy to interact with and influence these individuals
strategic consequences contrary to mission SUCCeg they do not interfere with the success of tactical

The Changing Society missions. _ _

In addition to the problems associated with dis- [N addition to the potential effect on tactical op-
persion of the battlefield, young leaders face thérations, the presence of the news media is a pri-
challenge of motivating and inspiring a new generamary reason for the increasing link between tactics
tion of soldiers. Changes in societal values havand strategy. As news media present near-real time
caused the U.S. military to create special enticépformation to the public, small unit actions are ob-
ments for people to join it and offer unprecedentegerved or read about by a large audience worldwide
incentives for those who are already serving t@nd have the potential to cause strategic conse-
remain on active duty. These include monetargiuences. Lieutenant Commander John F. Kirby, a
inducements, promises of increased stabilization, l@rmer public affairs officer for the U.S. Second
reduced operational tempo (OPTEMPO), and imFleet, wrote, “News reporting is often just as sig-
provements in pay and benefits. These changes anificant in determining success as military actin.”
incentives are necessary to recruit and retain tHeteracting in a positive way with media personnel
Army’s all-volunteer force because society todayand understanding the potential media consequences
and “Generation X" have different values than pasbf decisions can help tremendously in maintaining
generations® positive public opinion about any operation.

Many youths do not see the need to serve their The presence of other noncombatants also
country when they can make more money workingreates challenges for tactical leaders such as the
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Alieutenant from the 3d Armored Cavalry Regiment
interrogates a man detained near Falluja, Iraq, after

[ a rocket was fired on soldiers removing contraband
from a weapons cache, 27 August 2003.
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lieutenant. American forces rely increasingly ondiverse value systems dispersed on a battlefield that
contractors for logistics and maintenance suppotcludes combatants and noncombatants. Young lead-
during operations. Contractors are part of the U.Srs’ decisions have tactical and strategic implications.
contingent but are not in the military chain of com-For the Army to be successful, its leader develop-
mand and do not answer directly to the lieutenanment system must instill the knowledge, skills, and
NGOs and PVOs also have significant influencdehaviors (KSBs) that will help young leaders suc-
during operations. Humanitarian relief agenciegeed under these conditions. _
sometimes have a different agenda or mode of op- The new battlefield environment requires a leader
eration than military forces and are not constraine@ho is more than just tactically and technically pro-
by the rules of engagement as U.S. soldiers arficient in branch-specific skills. The Reserve Officer
Officers at every level must understand and respeétaining Corps (ROTC) Future Lieutenant Study
others’ positions and work with them to get theconcludes that “a rich and varied sociopolitical
maximum benefit from their organizatiotis. knowledge base is often more important than a pro-
Because of the presence of so many nonmilitarfjciency with the employment of weapons sys-
personnel on the battlefield, lieutenants must de&ms.* Simply understanding the mission and in-
effectively with personnel who are not in their chainfent of the next higher commander is no longer
of command but who wield significant influence be-sufficient. Special emphasis must be paid to U.S. na-
cause of their position, skills, or knowledge. Thelional interests and how the operation supports them.
Army must teach lieutenants how to influence theseommanders must expand the intent of the opera-
people even though they do not have any real auon to include the I’atlonale_for_that intent. Lieuten-
thority over them. Influencing people outside of the2Nts must understand the big picture. A clear expres-
military organization requires seeing others’ perspedion of the commander’s intent provides the added
tives, tolerating ambiguity, having a variety of leagenefit of helping expand lieutenants’ professional

ership techniques, and being persuasive. development and their perceptions of situations by
. . forcing them to think in broader terms; that is, de-
Leadership  Requirements velop a systems approach to thinking.

Leadership challenges for junior officers will arise - U.S. society’s changing nature significantly affects
from leading a diverse group of subordinates, witheadership and requires a new lieutenant to have
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specific KSBs. Many soldiers entering the servicénclude it as a part of a lieutenant's precommissioning
today do so because they want to make money feducation.
college or to acquire a set of skills for a future Second, The Army must educate lieutenants and
career, not because they have a strong desire dfiicers in the sciences of human behavior and in
serve the Nation. This presents a problem for lieuthe art and science of leadership. Leadership theo-
tenants who engage in an autocratic leadershist Bernard M. Bass recommends that the Army
style based on the old Army system of enforcedise what he calls transformational leaderghifis
discipline and obedience. For subordinates to changenpirical data support the notion that transforma-
their values, they need to perceive that a leaddional leadership is not just beneficial for the Army
believes in those values and sincerely cares abdotit isnecessaryf Army leaders are to be success-
their welfare ful. Transformational leadership is “based on long-
This does not imply that discipline and obediencéerm development rather than a quick dose of train-
have lost their place in the military. The military musting. On the other hand, transactional leaders tended
continue to instill values in its soldiers. The naturdo take on particular leadership roles according to
of today'’s force, however, requires that leaders trede situation they faced—the kind of leadership then
soldiers with more respect and impart discipline, ifaught in short-term training prograniéThe im-
the authoritarian sense, out of necessity rather thaafication is that if the Army desires transformational
routine. Discipline should not be the default answeleaders, it must develop the KSBs for transforma-
to get soldiers to obey orders. The Army must teactional leadership at an early point in the leaders’ de-
lieutenants a variety of leadership techniques to inselopment and take a long-term approach to train-
spire soldiers and to create the desire to obey; ing. Short-term training on leadership theories, or
short, the Army must educate them in the art of leadimple tactics, techniques, and principles for particu-
ership. lar scenarios, does not produce the necessary skills
Each soldier and noncombatant is unique. Thor lieutenants and other officers to influence sol-
lieutenant must be able to differentiate between irdiers’ values and actions.
dividuals and choose an appropriate leadership styleAccording to Bass, transformational leadership
or action depending on the circumstances. Thalso helps leaders instill greater commitment in the
Army must teach lieutenants a variety of leader bemilitary and the current missiéhThis might be es-
haviors so they can choose the appropriate orpecially important when it is difficult for soldiers to
when the situation arises. Emotional intelligence ersee relevance in what they are doing. In such cases,
hances the ability to discern relevant situational cudhe lieutenant must to be able to explain the mission’s
to choose the correct leadership straté@evel- purpose and appeal to soldiers’ motivations and
oping this critical skill, combined with education in values to encourage them to work harder at tasks
leadership theories and understanding human behdkiey perceive as unimportant. Transformational lead-
ior, will significantly enhance young officers’ perfor- ership involves interaction and results in commit-
mance in any potential situation. ment. Although transactional leadership often results
In this new environment, leadership requirements behavior change (such as compliance), it is less
entail three underlying principles. First, lieutenantdikely to produce attitudinal change. The attitudinal
and officers in general must maintain a systems pethange that results in a long-term commitment
spective and understand how the military fits into thshould be the goal for most leadership situations,
sociopolitical landscape. Lieutenants must comprerowever.
hend the military’s role in political affairs and explain  The Army must increase lieutenants’ ability to de-
how the intent of an action relates to national intereide what leader actions to take. With complex op-
ests. Rather than simply understanding an opeerations and diverse forces on the battlefield, lead-
ation’s basic mission and intent, lieutenants musgrs will find it difficult to tailor leadership skills to
understand how the mission fits into the tactical scesuit subordinates’ needs. Often, especially in stress-
nario and how tactical decisions affect larger operdul conditions, inexperienced leaders will revert to the
tional and strategic schemes. This breadth of undedefault autocratic leadership style that worked in the
standing is often reserved for the education gbast. Since lieutenants have a limited number of ex-
officers at more senior levels. Developing the abilperiences from which to draw, the added stress of
ity of systems thinking requires a long period of edua tactical situation can result in a poor decision.
cation and experience. It is not something that caneadership scholars Robert Cooper and Ayman
be taught just before deployment. The Army musBawaf note, “Whenever stress rises, the human brain
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Sergeant RonaleiBestand 2d Lieutenan

28th Infantry Division findtheir position.0

Digitization Initiative, a tactical mapping Sy:

determine which directionsthey-will travel to conduct
surveillance watches for smugglers; 26 August 2003.

Us Army

switches to autopilot and has an inherent tenden@hange. The focus is no longer on the Soviet Union
to do more of the same, only hard&rlUnfortu- as the one major, conventional threat. The Army
nately, the resulting decisions are often inapproprimight find itself mired in regional conflicts with dis-
ate for the situation or person in question. tant connections to the public’s perception of national
In a research report on leadership, Robeiihterests. This requires leaders who can inspire sub-
Hooijberg, R. Craig Bullis, and James G. Hunt deerdinates toward mission accomplishment when in-
scribe a new theory of leadership that incorporatesinsic motivation is lacking.
leader flexibility®*® They argue that effective lead- Dispersed troops necessitate transformational ap-
ership requires leaders to exhibit “behavioral comproaches to leadership. A leader’s concern for sub-
plexity’—a variety of roles and behaviors to use deerdinates as individuals is likely to give them greater
pending on the situation. The leader’s ability toconfidence. Soldiers will better withstand the forces
discern the important aspects of the situation and tbat diminish cohesion in times of danger if they be-
choose the appropriate leader response from his “bieve that their leader truly cares for them and will
havioral repertoire” is critical. not abandon them or unnecessarily place them in
Emotional intelligence, popularized by Danielharm’s way.
Goleman in his boolEmotional Intelligencénas As dispersion causes lieutenants and other lead-
received recent attention as one predictor of effeers to increasingly make quick decisions with poten-
tive leadershig* Emotional intelligence refers to tially strategic outcomes, it becomes evident that de-
leaders’ abilities to “maintain control of their emo-veloping a systems thinking approach in lieutenants
tions and to read and respond appropriately to thie a necessity. Leaders must grasp the larger con-
emotions of other peopl&Emotional intelligence text, anticipate the long-term, strategic consequences
helps leaders accurately assess relevant variableitactical decisions, think beyond immediate tacti-
a given context, including their own emotions, andtal situations, and anticipate the long-term conse-
adjust their actions to better respond to that situauences of every action.
tion. When combined with training on how to moti- Leaders must also discern subtle cues from the
vate subordinates, emotional intelligence allows leacenvironment when making decisions. As more ci-
ers to adjust their actions to best fit the situation. vilians enter the battlefield and peace operations
Changing strategic environments necessitateecome more frequent, leaders must be able to
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influence people who are not under their direct corthe time spent on developing this knowledge takes
trol. They must be able to defuse potentially dantime from the important developmental tasks of
gerous situations and resolve conflicts in a timelybroadening perspectives, thinking in terms of sys-
efficient manner. Emotional intelligence aids in thistems, and learning leadership theories and techniques.
effort by making leaders more aware of themselves After basic leader development in precommis-
and those around them. sioning education and at the branch-specific OBCs,

Leader Development System the Army relies on experience gained during opera-

Institutional training and education provides thetlonal assignments and self-development to complete

foundation for Army leader development followed2 lieutenant's developmer_lt. The operational_ass_ign-
by continued development through operational ad? ents have shortcomings in terms of developing lieu-

signments and self-study. The institutional foundalShants as leaders. According to Army doctrine, op-

tion is divided into pre- and postcommissioning edu€rational assignments provide “the experience
eeded for more complex and higher-level assign-

cation. Three primary commissioning sources exist . . :

in the precomr%issio%ng realm: the I§OTC, the U.gnents.* While this prepares officers future as-
Military Academy (USMA), and the Officer Can- SIgNMents, it does nothing to prepare them for con-
didate School (OCS), each of which attempts to givguctlng operations in their initial units. Therefore,

cadets leadership experience by allowing them tgth€r than OCS graduates and a small percentage

lead their peers while in school. While this experi©f Officer candidates in ROTC and the USMA who

ence is beneficial, it is insufficient. Leading peers€"ved pTeViO(;*f:'y as enlistﬁd soldiler?, r_nogt newly
with similar values and beliefs is much different fromCOMmissioned lieutenants have only limited opera-
leading a diverse group of soldiers in a unit. It takellona! experience when they arrive at their initial as-
a different type of leader to influence someone’§!gnMments.

values. Because of the relative homogeneity of the The final pillar of the Army’s leader development
value systems of officer candidates, these leadefYStem IS self-development. On commissioning, each
ship situations cannot provide the future officer witrPfficer is expected to begin a program of self-im-
a complete developmental experience. provement to supplement his |n§t|tut|onal training and
Only a select few leaders in ROTC, USMA, Oroperqtlonal aSS|gn_ment experiences. Self-deV(_eIop-
OCS actually maximize the benefit from their posi_ment_lncludes reading profegsmnal books and articles,
tions. Class leaders (battalion commanders) are ti§6€king developmental assignments, and self-evalu-
only cadets routinely exposed to the thinking of sedtion. Department of the Army (DA) Pamphlet
nior officers so that they can benefit from mentorship320-58,Leader Development for Americas Army
Other future officers do not get this developmenta$tates, “The concept of self development places re-
experience. spon5|b|I|ty squgrely on the leader to do his sh_are to
Precommission training provides little decision-attain and sustain competenéyThe problem with
making or inspirational leadership experience, and tHBis concept is that it assumes that leaders know
curriculum outcomes for precommissioning are noyhat it is they need to improve. This might be true
sufficient to prepare lieutenants for an initial assignfor some leaders with experience, but it is not true
ment with troops. Of the 87 precommissioning task&r most newly commissioned lieutenants. _
that leader development doctrine outlines, only 5 are According to the Center for Creative Leadership,
directly related to leadership or the development deader development depends on assessment, chal-
systems thinking? lenge, and suppott.For lieutenants to be able to
After commissioning, lieutenants are sent to theikinderstand the leader dimensions on which they
branch-specific Officer’s Basic Course (OBC). Atheed to improve, they must compare their current
OBC, officers learn the requisite skills to performleadership abilities with the leadership KSBs needed
designated missions for their specific branch. Théor success. This requires that they have enough
basic courses focus on the platoon leader’s necegxperience to identify shortcomings in their own self-
sary technical and tactical skills for the branch’s pridevelopment. Lieutenants, however, have limited
mary go-to-war mission. The focus of instruction aexperience with the type of complex environments
the Infantry Officer’s Basic Course for example, isin which they are likely to find themselves and can-
on tasks necessary to leading an infantry platoon fovot accurately assess their leadership weaknesses.
specific missions. However, leadership instruction is The Army’s leader development system fails to
limited to just 13 hour¥ While the tactical and tech- provide the lieutenant with sufficient information or
nical proficiencies taught during OBC are importantexperience to succeed in his first assignment. Al-
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First Lieutenant Eric Klage (lef?), 3
Second Lieutenant Kurt Koptish,
% a medical platoon leader (right),

and an interpreter coordinate the
1 next day’s 1st Armored Division
Medical Civil Assistance Program

mission with the mayor of Jabu-
gani, Kosovo, January 2001.

though the system is logical and progressive, its de- Stanley A. McChrystal, John D. Gardner, and
sign has a fundamental flaw that places lieutenan®mothy P. HcHale identified shortcomings in officer
at a great disadvantage. Professor Donald Heducation in a 1997 study and recommended a
Horner, Jr., notes that “the Army’s system is predichange in instruction at the U.S. Army Command
cated on the belief that leaders should have the opnd General Staff College to include classes on sys-
portunity to grow over the course of a career taems thinking® They identified this as a need for
handle the increased levels of responsibility acconfield grade officers and concluded that the Army’s
panying promotion® leader development system did not adequately pre-

To be successful, the Army’s leader developmergare officers to think in these terms. Given today’s
system must assume that lieutenants will not deplagonflict environment, one can argue that the Army
until they have had sufficient time in their first unit should teach and develop this ability even earlier in
to identify shortcomings and address them. Given ththe institutional system so lieutenants can learn how
pace and nature of recent operations and the cuo cope with the future battlefield’'s complexity.
rent personnel policy, this assumption is likely to .
prove false. Recommendations

In the current system, the Army presumes lieu- The Army should reduce the amount of time spent
tenants need only a basic level of KSBs and thain tactical proficiency during precommissioning and
senior leaders require a different set of skills and a@BC. While technical and tactical proficiency is de-
tributes. This might be true to some degree, but thered for a new lieutenant, the nature of current op-
distinction is blurring. The tactical environment’s erations and the social demographics of the force
changing nature requires lieutenants to have skills amequire more. Focusing on tactical and technical com-
attributes previously thought unnecessary until latgoetence reduces the amount of time during precom-
in their careers. The problem is that the currentissioning and OBC that can be spent on other top-
leader development system cannot ensure officeiss, such as understanding human behavior,
develop these attributes early enough in their careemsotivating and influencing others, and developing
for them to be of any benefit. emotional intelligence and systems thinking.
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Leadership theory and human behavior should bather than asking them to lead soldiers they are un-
required courses for all cadets regardless of the comrepared to lead. Since operational assignments are
missioning source. This education should be reirsuch a critical part of leader development, a lieu-
forced during OBCs with examples and vignettesenant should be able to benefit from being in a unit
from the specific branch. Officers should role-playbefore assuming the responsibility of leadership.
leadership scenarios in a variety of contexts and criieutenants should be given a staff role to perform
tique each other’s actions. This would afford offic-while they become tactically and technically profi-
ers opportunities to reflect on their personal leadegient. During this time they can observe leaders at
ship philosophies and see how alternative leadetl levels and compare the actions they see with the
actions can be effective. leader actions they studied during institutional train-

While leadership training would reduce the amouning. They should also have a more senior officer as
of time available for developing tactical proficiency,a mentor to provide them the opportunity to mature
once they arrive at their units, lieutenants and othemnd to broaden their perspectives.
officers should spend time interacting with noncom- Finally, the Army must inculcate the belief that
missioned officers (NCOs) to learn weapons sydieutenants are part of a profession. The Army must
tems and tactics in greater detail. Not only wouldemember that lieutenants are from the same gen-
this provide lieutenants with the knowledge neceseration as the soldiers they must lead. To influence
sary to lead soldiers effectively, it would requiresubordinates’ values, leaders must set the example
them to interact with soldiers once they arrive athrough personal sacrifice.If lieutenants are
their units. expected to instill a selfless-service ethic in their

A second recommendation is to put lieutenantsubordinates, the Army must first imbue them
into a staff position as soon as they enter a unitith it. MR

NOTES

1. U.S. Army Field Manual (FM) 3.0, Operations (Washington, DC: U.S. Govern-
ment Printing Office [GPQO], 2000 [DRAG edition]), 4-7.

2. U.S. Department of the Army (DA) Pamphlet (Pam) 350-58, Leader Development
for America’s Army (Washington, DC: GPO, 13 October 1994), on-line at <www-
cgsc.army.mil/cal/LDO/ldo/350-58.htm>, accessed 9 September 2000.

3. Stanley A. McChrystal, John D. Gardner, and Timothy P. McHale, “Bridging the
Competence Gap: Developing Tactical Leaders for the Army of 2015” (Carlisle Barracks,
PA: U.S. Army War College (AWC), 1997), 30-32.

4. Dean A. Nowowiejski, “A New Leader Development Paradigm,” Military Review
(July-August 1995): 7-75.

5. David R. Segal and Dana P. Eyre, “U.S. Army in Peace Operations at the Dawn-
ing of the Twenty-First Century” (Adelphi, MD: U.S. Army Research Institute for the Be-
havioral and Social Sciences, May 1996), 5.

6. Gary A. Klein, Sources of Power: How People Make Decisions (Cambridge: MIT
Press, 1998). Klein argues that people make decisions in stressful or time-constrained
environments based on pattern recognition from previous experiences. Fewer experiences
(Klein calls it “expertise”) result in a poorer “mental simulation” of the scenario and a
qualitatively worse decision.

7. Bob Losyk, “Generation X: What They Think and What They Plan to Do,” Futurist
(March-April 1997): 39-44.

8. Louis Caldera and Dennis Reimer, “United States Army Posture Statement FY00,”
report to the committees and subcommittees of the U.S. Senate and House of Repre-
sentatives, First Session, 106th Congress, February 1999, 3.

9. Walter F. Ulmer, Jr., Howard Graves, Joseph J. Collins, Edwin Dorn, and T.O.
Jacobs, “American Military Culture in the Twenty-First Century: A Report of the CSIS
International Security Program” (Washington, DC: Center for Strategic and International
Studies, February 2000), 6.

10. James J. Schneider, “Vulcan’s Anvil: The American Civil War and the Emergence
of Operational Art,” MMAS thesis, U.S. Army Command and General Staff College,
School of Applied Military Science, Fort Leavenworth, 16 June 1991. Schneider discusses
the history and rationale for increased dispersion on the battlefield and its influence on
the development of operational art.

11. S.L.AA. Marshall, Men Against Fire: The Problem of Battle Command in Future War
(Alexandria, VA: Byrrd Enterprises, 1947).

12. Edward A. Shils and Morris Janowitz, quoted in Anthony Kellet, Combat Motiva-
tion: The Behavior of Soldiers in Battle (Boston, MA: Kluwer, 1982), 100.

13. Howard D. Graves and Don M. Snider, “Emergence of the Joint Officer,” Joint
Forces Quarterly (Autumn 1996): 55.

14. Segal and Eyre, 43. Segal and Eyre’s excellent examples from Somalia and Paki-
stan illustrate that it is difficult to maintain centralized decisionmaking in peace opera-
tions. Because of the dispersed nature of operations, officers and NCOs at platoon level
often make decisions normally reserved for battalion commanders.

15. Peter M. Senge, The Fifth Discipline: The Art and Practice of the Learning Orga-
nization (New York: Doubleday, 1990), 68.

16. Losyk.

17. Ulmer, Graves, Collins, Dorn, and Jacobs, 4.

18. Losyk, 42.

19. Ulmer, Graves, Collins, Dorn, and Jacobs.

20. John F. Kirby, “Helping Shape Today’s Battlefield: Public Affairs as an Operational

Function,” Essays 2000 (Washington, DC: National Defense University, 2000), 84.

21. Joint Chiefs of Staff, Joint Publication 3-08, Interagency Coordination During Joint
Operations (Washington, DC: GPO, 9 October 1996) outlines specific issues for deal-
ing with NGOs and PVOs that are not in the military hierarchy yet wield significant influ-
ence in many operations.

22. The U.S. Army Cadet Command conducted the “ROTC Future Lieutenant Study,”
at Fort Monroe, VA, 1999, to determine whether training and education were adequately
preparing ROTC lieutenants for the Army. The results were consistent with the asser-
tion that cognitive ability and interpersonal skills were more important than technical abili-
ties.

23. Bernard M. Bass, “A New Paradigm of Leadership: An Inquiry Into Transforma-
tional Leadership,” U.S. Army Research Institute for Behavioral Science, Alexandria, VA,
1996, 17.

24. Robert Cooper and Ayman Sawaf, Executive EQ: Emotional Intelligence in Lead-
ership and Organizations (New York: Grosset/Putnam, 1996).

25. Bass describes transformational leadership and gives substantial empirical sup-
port for the theory and its effectiveness. He applies the theory directly to the military con-
text in terms of how the Army can implement and teach it.

26. Ibid., 107.

27. Ibid., 17, 37-39, 44. Bass recognizes that transactional leadership might be opti-
mal in situations that require an immediate decision and subordinates’ compliance. These
situations, however, are only temporary and provide an immediate, short-term solution
that might not be effective as a long-term solution to future behavior.

28. Klein, 275-76, points out that experts can separate the irrelevant cues from others
that affect a decision. Inexperienced decisionmakers in stressful conditions are more likely
to use response patterns from previous experiences that might not be appropriate for
the given situation.

29. Cooper and Sawaf, Xxx.

30. Robert Hooijberg, R. Craig Bullis, and James G. Hunt, “Behavioral Complexity
and the Development of Military Leadership for the Twenty-First Century,” in Out-of-the-
Box Leadership: Transforming the Twenty-First Century Army and Other Top Perform-
ing Organizations, eds. James G. Hunt, George E. Dodge, and Leonard Wong (Stam-
ford, CT: Jai Press, 1999), 111-16.

31. Daniel Goleman, Emotional Intelligence (New York: Bantam Books, 1995).

32. Craig C. Pinder, Work Motivation in Organizational Behavior (Saddle River, NJ:
Prentice Hall, 1998), 94-95.

33. Leader Development Division, “Preparing Leaders for Force XXI,” on-line at <www-
dcst.Monroe.army.mil/itd/leader/leader.htm>, accessed 6 September 2000.

34. Infantry Officer's Basic Course, “CL9B20 Introduction to Military Leadership,” on-
line at <http://192.153.150.25/catd/cald/ldrs/IOBC/c1920>, accessed 16 November 2000.

35. DA Pam 350-58, chap. 3.

36. Ibid., chapter 4.

37. Ellen Van Elsor, Cynthia D. McCauley, and Russ S. Moxley, The Center for Cre-
ative Leadership Handbook of Leadership Development (New York: Jossey Bass, 1998),
intro.

38. Donald H. Horner, Jr., “Leader Development and Why it Remains Important,” Mili-
tary Review (July-August 1995): 76-86.

39. McChrystal, Gardner, and McHale, 49-50.

40. Bass, 19-22.

Major Kenneth A. Romaine, U.S. Army, received a B.S. from the U.S. Military Ac&d-
emy, an M.S. from Auburn University, and an M.M.A.S. from the U.S. Army Command
and General Staff College School of Advanced Military Studies. He has served in varjous
command and staff positions in the continental United States, Germany, and Kuwait.

80

July - August 2004 1 MILITARY REVIEW



