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Preface 
 

 
 
 
 
 
 
 
 
 

In the project, “Assessing Army Leader Development in Professional 
Military Education,” the U.S. Army Training and Doctrine Command, 
Combined Arms Center, asked the RAND Arroyo Center to conduct 
a study to support the Army’s goals of developing leaders who can think 
critically and thrive under conditions of uncertainty. This report pres 
ents a review of the research literature that can provide a foundation for 
future study efforts addressing leader development. This review addresses 
the degree to which leader characteristics associated with attributes in 
the Army Leader Requirements Model can be developed through train 
ing and education and identifies approaches to measure those charac 
teristics. Many of the findings from this review are relevant not only to 
leadership and to the Army but to personnel in a wide range of posi 
tions and organizations. 

RANDoperates undera“FederalWide Assurance” (FWA00003425) 
and complies with the Code of Federal Regulations for the Protection 
of Human Subjects Under United States Law (45 CFR 46), also known 
as “the Common Rule,” as well as with the implementation guidance 
set forth in DoD Instruction 3216.02. As applicable, this compliance 
includes reviews and approvals by RAND’s Institutional Review Board 
(the Human Subjects Protection Committee) and by the U.S. Army. 
The views of sources utilized in this study are solely their own and 
do not represent the official policy or position of DoD or the U.S. 
Government. 

The research documented in this report was sponsored by the U.S. 
Army Training and Doctrine Command, Combined Arms Center, and 
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was conducted within the RAND Arroyo Center’s Personnel, Training, 
and Health Program. RAND Arroyo Center, part of the RAND Cor 
poration, is a federally funded research and development center spon 
sored by the United States Army. 

RAND’s publications do not necessarily reflect the opinions of its 
research clients and sponsors. 

The Project Unique Identification Code (PUIC) for the project that 
produced this document is RAN157322. 
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Summary 
 

 
 
 
 
 
 

Complexity and uncertainty define the operational environment of 
today’s U.S. Army. Army leaders face a myriad of challenges that demand 
a wide range of knowledge, skills, abilities, and other characteristics 
(KSAOs). Army Doctrine Reference Publication (ADRP) 622, Army 
Leadership, presents the Army Leader Requirements Model (ALRM), 
which specifies the attributes that leaders should possess and the core 
competencies they should demonstrate to meet these challenges (Head 
quarters, Department of the Army, 2012b). This report focuses on leader 
attributes. Attributes reflect KSAOs, which the ALRM groups into 
three categories: intellect, presence, and character. 

To assist Army leadership development and training efforts, 
researchers from the RAND Arroyo Center conducted a literature review 
to answer two questions related to the ALRM attributes: 

• To what degree can Army leadership attributes be taught? 
• How can Army leadership attributes be measured? 

In addition to answering these questions, the study team devel 
oped several recommendations to support the Army’s ongoing efforts 
to assess the effectiveness of leader training and education. 

 

Approach 

Many of the ALRM attributes encompass a range of overlapping skills 
or behaviors. To answer the study questions, the study team drew upon 
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morenarrowly defined psychological constructs associated with intellect, 
presence, and character that are well represented in theoretical and 
empirical research. The team reviewed research findings regarding the 
degree to which each construct is malleable, and, if malleable, the extent 
to which the construct can be developed through training and educa 
tion. Alternatively, when relevant, the team addressed whether devel 
opment can occur through work experience or is more normative in 
nature. In the third step, the team reviewed measures that are commonly 
used in research and practice to assess constructs associated with ALRM 
attributes. 

 

Research Findings 

Intellect 

The ALRM defines intellect as the mental resources or tendencies that 
shape a leader’s conceptual abilities and effectiveness. The ALRM 
identifies five specific attributes: mental agility, sound judgment, inno 
vation, interpersonal tact, and expertise. Table S.1 displays constructs 
associated with intellect attributes. 

The constructs vary in terms of malleability. With respect to general 
mental ability (GMA), research indicates that crystallized intelligence— 
abilities associated with general experience, depth of vocabulary, and 
verbal comprehension—is amenable to change through education and 
experience, but development is gradual. On the other hand, develop 
ment of fluid intelligence—abilities that are most associated with work 
ing memory, abstract reasoning, attention, and processing new infor 
mation—is largely normative in nature; it tends to peak in young 
adulthood and then decline gradually and monotonically through the 
remainder of life. Research on other constructs associated with intellect 
indicates that domain-specific critical thinking (CT) skills, creative 
problem-solving, and expertise can be improved through training and 
education. 

The constructs related to intellect are typically measured with 
forcedchoice tests, constructedresponse (openended) tests, work 
sample tests, surveys, and in some cases, with interviews. 
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Table S.1 
ALRM Attributes and Constructs Corresponding to Intellect 

Attribute Corresponding Constructs 
 

Mental agility General mental ability (GMA), critical thinking (CT), 
metacognition, creative problem-solving 

Sound judgment GMA, CT, metacognition, expertise 

Innovation Creative problem-solving 

Interpersonal tact Emotional intelligence (EI) 

Expertise Expertise 

 

Table S.2 summarizes the research on the malleability of those con 
structs related to intellect in the Army ALRM and presents commonly 
used types of measures, as well as examples of specific measures, for each 
construct. A more comprehensive set of specific measures is provided in 
the main body of the report. 

 
Presence 

In the ALRM, presence refers to how others perceive leaders in terms of 
outward appearance and behavior. According to the ALRM, a leader’s 
presence can inspire followers to do their best. This review addresses 
three constructs related to presence, shown in Table S.3. 

Constructs related to presence can be developed and/or 
enhanced over time through training and other means. Physical fitness 
and resilience are most amenable to improvement through training 
and education. Generalized self-efficacy increases through repeated 
successes in different situations; thus, it may change indirectly through 
successes in training and education, but over long periods of time. 
Longitudinal research shows that the social dominance facets of extra- 
version change across the lifespan, but research suggests that such 
change occurs in response to shifts in role demands and expectations. 
This suggests that social dominance is not amenable to change 
through training and education but might be developed through job 
assignments. 

Constructs related to presence are typically measured using tests 
and surveys. 
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Table S.2 
Summary of Malleability and Measures: Intellect 

Construct Malleability Measures 
 

GMA Evidence suggests that 
crystallized intelligence can 
be enhanced, whereas fluid 
intelligence peaks in the 
mid-twenties and declines 
gradually over time, with 
the possible exception of 
working memory, which 
does not decline or can be 
enhanced. 

CT Strong evidence exists for 
positive effects of training 
on CT skills, particularly 
when domain-specific; there 
is less (although positive) 
evidence for effects of 
training on dispositional 
aspects of CT. 

 
 
 
 
 
 

 
Metacognition There is little research 

regarding the trainability of 
metacognitive skills outside 
of academic contexts. 

 

• Standardized, forced-choice 
(multiple-choice) tests such as 
the Armed Services Vocational 
Aptitude Battery 

 
 
 
 

 
• Standardized, forced-choice 

commercial tests of domain- 
general critical thinking  skills, 
such as the Watson-Glaser Critical 
Thinking Appraisal (Watson and 
Glaser, 1980) 

• Constructed-response (open- 
ended) tests, such as the Halpern 
Critical Thinking Assessment 
(which also includes  forced- 
choice items) (Halpern, 2010) 

• Self-report surveys of 
dispositional aspects of critical 
thinking, such as the Actively 
Open-Minded Thinking Scale 
(Stanovich and West, 1998) 

• Self-report surveys, such  as 
the Metacognitive Awareness 
Inventory (Schraw and Dennison, 
1994) 

Creative 
problem- 
solving 

Strong evidence exists 
regarding positive effects 
of  creativity  training 
across diverse populations. 
Dispositional aspects of 
creativity increase in young 
adulthood, but the  cause 
of these changes is not well 
understood. 

• Constructed-response tests, 
such as the Alternate Uses Test 
(Wallach and Kogan, 1965) 

• Self-report surveys of behaviors 
or biographic information such 
as the Biographical Inventory of 
Creative Behaviors (Batey, 2007) 

• Self-report dispositional scales 
from surveys measuring the 
Big Five personality factor of 
openness to experience, such as 
the Tailored Adaptive Personality 
Assessment System (TAPAS) 
(Stark et al., 2014) and the 
International Personality Item 
Pool (IPIP) (Goldberg, 1999) 
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Table S.2—Continued 

Construct Malleability Measures 

Emotional 
intelligence 
(EI) 

There is a lack of 
robust research on 
the effectiveness of 
interventions intended to 
develop EI. 

• Multiple-choice  commercial 
tests such as the Mayer-Salovey- 
Caruso Emotional Intelligence 
Test (Mayer, Salovey,  Caruso, 
and Sitarenios, 2003) 

• Self-report surveys, such as 
the Wong and Law Emotional 
Intelligence Scale (Wong and 
Law, 2002) 

Expertise Expertise develops through 
job experience, training, 
and education. Deliberate 
practice is a critical factor 
contributing to becoming 
an expert in a particular 
domain. 

• Situational judgment tests (SJTs), 
such as the Tacit Knowledge for 
Military Leaders test  (Hedlund 
et al., 2003) 

• Customized written tests, work 
sample tests, SJTs, and interviews 

 
 

 

Table S.3 
ALRM Attributes and Constructs Corresponding to Presence 

Attribute Corresponding Constructs 
 

Military and professional bearing Physical fitness, EI 

Fitness Physical fitness 

Confidence Generalized self-efficacy, extraversion, EI 

Resilience Resilience 

 

Table S.4 summarizes the research on the malleability of those con 
structs related to presence in the Army ALRM and presents commonly 
used types of measures, along with specific examples, for each construct. 
A more comprehensive set of specific measures is provided in the main 
body of the report. 

 
Character 

Army doctrine defines character as the set of an individual’s morals and 
ethics; character helps leaders distinguish right from wrong and to make 
the right choices in difficult situations (Headquarters, Department of 
the Army, 2012b). Constructs from the research literature related to 
character are presented in Table S.5. 
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Table S.4 
Summary of Malleability and Measures: Presence 

Construct Malleability Measures 
 

Physical fitness Physical fitness is highly 
malleable, particularly with 
appropriate physical training 
programs. 

 

• Tests of physical perfor- 
mance, such as the Army 
Physical Fitness Test 

• Self-report surveys of 
dispositional aspects of 
physical fitness, such as the 
physical conditioning scale 
of the TAPAS (Stark et al., 
2014) 

Generalized 
self-efficacy 
(GSE) 

GSE is considered a dynamic 
(rather than static) personality 
trait that is somewhat 
malleable and will increase 
over time and with successful 
experiences in different 
domains; therefore, training 
may have an indirect effect on 
development of GSE. 

• Self-report surveys such as 
the New Generalized Self- 
Efficacy scale 
(Chen, Gully, and Eden, 
2001) 

Extraversion Studies of personality traits 
across the lifespan show 
increases in social dominance 
facets of extraversion up to age 
40; these changes are thought 
to occur in response to shifts in 
role expectations, suggesting 
that training will not  have 
direct effects on extraversion. 

Resilience Studies of resiliency training 
programs show that resilience 
can be developed or enhanced. 

• Self-report dispositional 
scales from surveys measur- 
ing the Big Five personality 
factor of extraversion, 
such as the TAPAS (Stark 
et al., 2014) and the IPIP 
(Goldberg, 1999) 

 

 
• Self-report surveys such as 

the Dispositional Resilience 
Scale (Bartone, 1995) 

 
 

 

There is limited research or consensus about the malleability of 
constructs associated with character. Research findings on changes in 
ethical decisionmaking are mixed, and there is insufficient literature to 
draw conclusions about development of initiative. Conscientiousness 
changes across the lifespan, but such changes are thought to occur as 
a result of shifts in role demands and expectations (e.g., pursuing a 
career and leading a family). Motivation to lead also appears to 
change through job experiences as well as social learning, but would 
not be expected to be developed directly via training and education. 
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Table S.5 
ALRM Attributes and Constructs Corresponding to Character 

Attribute Corresponding Constructs 
 

Army values Ethical decisionmaking, conscientiousness, 
initiative 

Empathy EI 

Discipline Conscientiousness 

Warrior ethos and service ethos Motivation to lead, affective commitment 

 

Likewise, the content of training and education is unlikely to directly 
influence affective commitment, which is considered a job attitude 
influenced by organizational practices such as role clarification and fair 
treatment, although opportunities for training and education might 
influence this construct. 

Common measures of constructs related to presence include self 
report surveys, “other reports” in which coworkers or supervisors rate 
the target individual, SJTs, and interviews. 

Table S.6 summarizes the research on the malleability of those con 
structs related to character in the Army ALRM and presents com 
monly used types of measures, along with examples, for each construct. 
A more comprehensive set of specific measures is provided in the main 
body of the report. 

 
To What Degree Can Army Leadership Attributes Be Taught? 

Based on our review of the literature, we summarize the degree to which 
each psychological construct associated with ALRM attributes can be 
developed through training and education by displaying them along a 
continuum ranging from less to more malleable (see Figure S.1). We 
supplement this figure by identifying attributes that may be malleable 
through other means, such as work experiences or organizational prac 
tices, and highlighting attributes for which additional research is needed 
to draw conclusions about malleability. 
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Table S.6 
Summary of Malleability and Measures: Character 

Construct Malleability Measures 
 

Ethical 
decisionmaking 

 

Research findings conflict 
about development of ethical 
decisionmaking through 
training. It is likely that 
program characteristics affect 
the impact of training. 

 

• Situation judgments tests, 
such as the Defining Issues 
Test-2 (Rest, Narvaez, 
Bebeau, and Thoma, 1999) 

• Self-report surveys, such 
as the Ethical Leadership 
Scale (Brown, Treviño, and 
Harrison, 2005) 

Initiative There is insufficient empirical 
literature to draw strong 
conclusions about the 
trainability of initiative. 

 
 
 
 
 
 
 
 

Conscientiousness Formal training and 
education is unlikely to 
have a direct effect on 
conscientiousness. Changes 
in conscientiousness across 
the lifespan are thought 
to occur in response to 
shifting role demands and 
expectations, suggesting that 
job experiences might affect 
conscientiousness. 

Motivation to lead Formal training and 
education are unlikely to 
have a direct effect on 
motivation to lead, but some 
findings indicate that it can 
be developed through social 
learning and job experiences. 

• SJTs, such as Bledow and 
Frese (2009) 

• Self-report surveys of 
dispositional aspects of 
initiative, such as the 
Proactive Personality scale 
(Bateman and Crant, 1993) 

• Other-report surveys, such 
as the measure of Extra- 
role Behaviors (Van Dyne 
and LePine, 1998) 

• Interviews of personal 
initiative (Frese et al., 1997) 

• Self-report dispositional 
scales from surveys 
measuring the Big Five 
personality factor of 
conscientiousness, such 
as the TAPAS (Stark 
et al., 2014) and the IPIP 
(Goldberg, 1999) 

 
 
 

• Self-report surveys such 
as the Motivation to Lead 
scale (Chan and Drasgow, 
2001) 

Affective 
commitment 

Affective commitment is 
considered a job  attitude 
that is influenced by orga- 
nizational practices, such as 
clarifying individual roles and 
perceptions of fair treatment. 
Training and education 
content are unlikely to have 
a direct effect on affective 
commitment. 

• Self-report surveys such as 
the Affective Commitment 
Questionnaire (Allen and 
Meyer, 1990; Meyer, Allen, 
and Smith, 1993) 
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• GMA: fluid 

intelligence 

• Extraversion 
(affiliative facets) 

• Dispositional 
aspects of 
creativity 
(openness to 
experience) 

 
 

Figure S.1 
Degree of Malleability of ALRM Constructs 

 

Malleability through Training and Education 

Less Malleable More Malleable 

 
 

• Generalized self- 
efficacy 

• GMA: crystallized 
intelligence 

• Critical thinking 
skills 

• Creative problem 
solving 

• Expertise 

• Resilience 

• Physical fitness 

Constructs that may be malleable through work experiences or 

organizational practices 

• Conscientiousness 

• Extraversion (social dominance facets) 

• Affective commitment 

Insufficient research evidence regarding malleability 

• Dispositional aspects of critical thinking 

• Metacognition 

• Emotional  intelligence 

• Ethical decisionmaking 

• Initiative 

• Motivation to lead 

SOURCE: Adapted from Mueller-Hanson et al., 2005. 

RAND RR1583-S.1 

 

 

Recommendations 

Assess return on investment of training and education programs. 
This review indicates that constructs relevant to Army leadership range 
in their degree of malleability. For example, GMA is unlikely to be 
modified through training and education, whereas physical fitness is 
much more malleable. Other constructs, such as CT skills, creative 
problemsolving, and expertise, can be developed through training, 
but development may be gradual. Still other constructs (e.g., consci 
entiousness) are unlikely to change through training but might be 
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developed through job assignments. Thus, a critical question for the 
Army is to determine whether the return on investment is greater for 
training and development interventions compared to selection and 
placement strategies. 

When investigating whether training and education bring about 
changes in leader characteristics, there are a number of methodological 
and practical considerations pertaining to selection of measures and 
design of evaluation programs. 

Consider scalability and cost-effectiveness when selecting 
measures. The measures reviewed in the report comprise a range of 
approaches. The predominant approaches include forcedchoice tests, 
constructedresponse tests, work sample tests, surveys, and interviews, 
each of which has different advantages and disadvantages. 

• Forcedchoice (i.e., multiplechoice) tests and surveys can be used 
to assess a range of constructs. These instruments can be scored 
efficiently, making them highly scalable and cost effective for 
large groups. The study team recommends use of forcedchoice 
measures where possible. 

• Constructedresponse (openended) tests may produce better 
assessments of complex knowledge and skills and better reflect 
tasks in actual job settings but typically take longer to administer 
and, therefore, impose greater response burden, are more labor 
intensive and costly to score, and require human judges who are 
trained to provide reliable and valid ratings. 

• Work sample tests are particularly good for assessing complex or 
less tangible knowledge and skills but can be costly to develop, 
often require oneonone administration, and may require trained 
human judges to score responses. 

• Interviews require oneonone administration and involve subjec 
tive judgment, which is prone to biases. Use of structured interviews 
can improve reliability and validity compared to unstructured 
interviews, but the team recommends using reliable and valid self 
report instruments rather than interviews to assess constructs 
related to the ALRM. 
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Let the topic of study and relevant theory guide the content of 

measures. The constructs that are potentially relevant in studies of leader 
attributes and competencies are often too numerous to measure. To limit 
response burden, evaluation efforts should use measures that correspond 
directly to the topic under investigation (e.g., if evaluating the effects of 
training to improve CT, relevant measures would include assessments 
of CT skills and dispositions). Theory and past research can guide 
selection of potential correlates to measure (for CT skills, these might 
include GMA and metacognition). Including such measures can help 
determine the degree to which the outcome can be explained by train 
ing and education or by other factors. 

Design evaluations to rule out threats to validity. When assess 
ing the extent to which training and education interventions lead to 
improvement in constructs, the study design determines the kinds of 
conclusions one can draw. Comparing an intervention group (pretest, 
training intervention, posttest) with a control group (pretest and post 
test only) can rule out many threats to internal validity, i.e., factors that 
prevent the researcher from drawing conclusions about the effects of the 
intervention. Random assignment of participants to groups helps to 
ensure that changes in knowledge or skills occurred because of the inter 
vention as opposed to resulting from differences in characteristics of 
the participants in each group. 

Administer or collect measures of some constructs for officers 
on a routine basis. GMA and three of the Big Five personality 
factors—openness to experience, conscientiousness, and extraversion— 
are related to many of the ALRM attributes. Whereas Army enlisted per 
sonnel complete assessments of GMA and the Big Five factors during 
recruitment, the Army does not systematically collect such measures for 
officers. Obtaining measures of these constructs for prospective Army 
leaders prior to or upon commissioning could prove useful for job place 
ment and for use in ongoing Army research (e.g., to understand the effects 
of training and a range of other interventions or topics of interest). Finally, 
baseline measures of GMA and the Big Five, coupled with reassessments 
over time, can help the Army understand how training and experience 
influence key cognitive abilities and personality characteristics. 
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Future Directions 

There are several constructs with more limited research or a lack of estab 
lished measures that are related to ALRM attributes and merit further 
consideration. These include cognitive flexibility, adaptive expertise, and 
frame-switching capabilities, which are relevant to mental agility, and 
social intelligence, which is relevant to interpersonal tact. Other con 
structs associated with leader effectiveness but not identified explicitly 
in the ALRM include adaptability and systems thinking. Research on 
leadership should also consider situational factors, such as task char 
acteristics, which can affect the association of leader attributes and 
performance, and organizational culture, which can influence the 
development and expression of leader attributes. In addition to con 
sidering other constructs, there are other measures that may be suit 
able for the assessment of ALRM attributes. 

This review focused on development of attributes in leaders, but 
leaders also play an important role in developing many of these attri 
butes in others. Thus, leader training and education should address 
which attributes are more or less malleable and, for attributes that can 
be changed, provide strategies for developing these attributes in others. 
In addition, whereas this report focuses on ALRM attributes, a com 
prehensive review of leader competencies could prove fruitful. Taken 
together, these efforts can enhance the Army’s understanding of the 
factors that contribute to effective leadership and can guide leader devel 
opment and selection practices. 
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CHAPTER ONE 

Introduction 

 
 
 
 
 

Today’s military full-spectrum operating environment is demanding and 
complex. Army leaders thus face a myriad of challenges that demand a 
wide range of knowledge, skills, abilities, and other characteristics 
(KSAOs). The Army Leader Requirements Model (ALRM) (see Head- 
quarters, Department of the Army, 2012b, which is Army Doctrine Ref- 
erence Publication [ADRP] 6-22) delineates the attributes that leaders 
should possess and the core competencies they should demonstrate to 
meet these challenges. As illustrated in Figure 1.1, attributes reflect 
KSAOs, which the ALRM groups into three categories: character, pres- 
ence, and intellect. Competencies reflect the behaviors that leaders are 
expected to demonstrate on the job. ADRP 6-22 groups these compe- 
tencies into three categories: lead, develop, and achieve.1 

Many of these attributes and competencies are also reflected in 
the Army Human Dimension Strategy for 2015 (U.S. Department of 
the Army, 2015). Like the ALRM, the Human Dimension Strategy 
posits a number of psychological constructs integral to the success of 
future Army leaders at all levels of command. 

This study supports leadership training efforts of the Army Train- 
ing and Doctrine Command, Combined Arms Center, by examining 
the required leader attributes as specified in the ALRM. We focus on 
attributes, rather than competencies, because attributes reflect charac- 
teristics of individuals that may be amenable to change and, as suggested 
by the ALRM, are the starting point to bringing about core leader 

 

1 To elaborate, these competencies are lead others; develop the environment, themselves, 
others, and the profession as a whole; and achieve organizational goals. 

 

 

1 
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Figure 1.1 
The Army Leader Requirements Model (ALRM) 

 

Character Presence Intellect 

• Army values 

• Empathy 

• Warrior ethos/ 

service ethos 

• Discipline 

• Military and professional bearing • Mental agility 

• Fitness • Sound judgment 

• Confidence • Innovation 

• Resilience • Interpersonal tact 

• Expertise 

   
Lead Develop Achieve 

• Leads others • Creates a positive environment/ • Gets results 

• Builds trust 

• Extends influence 
beyond chain 

fosters esprit de corps 

• Prepares self 

of command • Develops others 

• Leads by example • Stewards the profession 

SOURCE: Headquarters, Department of the Army, 2012b. 
RAND RR1583-1.1 

 

competencies. However, while the attributes associated with character, 
presence, and intellect are important aspects of leadership, the attributes 
in the ALRM are not necessarily the terms or concepts found in the 
theoretical or empirical literature. To understand the degree to which 
attributes in these categories can be taught and measured, we mapped 
the ALRM attributes onto psychological constructs that are most com- 
monly reported in the literature, as evidenced by being the subject of 
meta-analyses, comprehensive reviews, or numerous primary studies. 
Findings can be used to inform ongoing and future development of 
Army education programs and learning objectives. 

 

Research Questions and Study Approach 

This report brings together multiple strands of research to answer two 
questions pertaining to Army leader training and education. The first 

ATTRIBUTES 

COMPETENCIES 
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question asks: To what degree can Army leadership attributes be 
taught? To answer this question, we work toward identifying the degree 
to which constructs associated with leader attributes are relatively fixed 
or malleable. The constructs we investigate can be arrayed on a contin- 
uum consisting of states at one end and traits at the other (e.g., Luthans 
and Youssef, 2007). A state can be momentary and very changeable 
(e.g., feelings or moods, like pleasure or happiness), whereas a trait is 
very stable and difficult to change (e.g., heritable characteristics, some 
cognitive abilities). Constructs occupying intermediate positions on the 
continuum are malleable to varying degrees. 

The degree of malleability is important because it has implications 
for human resource management. Personnel selection practices, such as 
the use of tests and other assessment instruments, are appropriate for 
identifying whether personnel possess attributes that are relatively fixed 
(i.e., trait or trait-like). Personnel development activities, i.e., training 
and education, may be appropriate for attributes that are malleable, but 
this will depend on how changes in the attributes typically occur. For 
example, change in some attributes tends to be normative in that most 
people experience the same kinds of changes at particular points in life, 
which are likely brought about by genetic factors or experiences that 
occur at particular ages for most people (Roberts, Walton, and Viecht- 
bauer, 2006). If such changes arise primarily from genetic factors or 
occur in childhood or later in life (among the elderly), then the Army 
can do little to affect development of such attributes. In contrast, evi- 
dence indicating that attributes are malleable via training and education 
suggests that the Army can have a much greater influence on attribute 
development. While the focus of this review is bringing about change 
through training and education, we note where the Army might be able to 
develop leader attributes through job experiences or assignments. 

In past research, Mueller-Hanson et al. (2005) rated the trainabil- 
ity of a range of KSAOs associated with adaptability. Mueller-Hanson 
et al. concluded that cognitive ability, openness to experience, resiliency, 
tolerance for ambiguity, and achievement motivation are considered to 
be resistant to change (i.e., they are traits or trait-like), whereas domain- 
specific knowledge and adaptive experience in varied settings should be 
readily modifiable with training (i.e., they are states, or state-like). The 
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authors concluded that problem-solving/decisionmaking, metacognitive 
skills, general self-efficacy, communication skills, and self- and situa- 
tion awareness are amenable to change to varied degrees, although much 
effort is needed to bring about significant improvements. Our report 
addresses many of these constructs as well as other characteristics rel- 
evant to the ALRM. We also review more recent research findings, 
which lead us to draw different conclusions about the malleability of 
some constructs important for leader effectiveness. 

The second question we address in the report is: How can Army 
leadership attributes be measured? To answer this, we review existing 
measures of constructs associated with ALRM attributes. Identifying 
measures is needed to support selecting personnel for jobs and deter- 
mining whether personnel develop attributes in training or through 
job experiences. Assessing these attributes is also important to evaluate 
the effectiveness of personnel practices. For example, the appropriate- 
ness of using a particular test to measure an attribute is assessed, in part, 
by analyzing the association of scores on the test with subsequent job 
performance. We focus on measures that are prevalent in research and 
practice and that have evidence of acceptable reliability and validity.2 

 
2 Reliability refers to consistency or reproducibility of measurement. Assessment of reli- 
ability uses correlational methods and depends, in part, on the type of measure being used. 
For example, coefficient alpha, or internal consistency reliability, indicates whether respondents 
give similar answers to similar types of questions (e.g., multiple-choice questions on a test or 
items on a scale measuring a particular concept). Test-retest reliability indicates if respondents 
give similar answers to the same questions over time. Interrater-reliability is used when raters 
make subjective judgments of stimuli (e.g., responses to interview questions, creativity of solu- 
tions to problems); it indicates whether different raters provide similar ratings of the same 
stimuli. 

Validity refers to whether a measure assesses what it intends or purports to measure. Common 
sources of validity include face validity, content validity, construct validity, criterion-related 
validity, and discriminant validity. Face validity is assessed subjectively by respondents and 
reflects views of whether the measure assesses what it purports to measure. Content validity 
reflects the degree to which a measure assesses all relevant facets of a construct; it tends to be 
assessed using qualitative methods. Construct validity is typically assessed by calculating the 
correlation of scores on a particular measure with scores on other measures that purport to 
measure the same construct (for example, a significant, positive correlation of scores on a new 
test of critical thinking skills and scores on other tests of critical thinking [CT] skills would 
provide construct validity for the new test). Criterion-related validity assesses whether mea- 
sures are associated with outcomes; for example, a significant, positive correlation of general 
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However, we present only a sample of the many measures that may be 
available for some constructs discussed in this review. Unless noted, the 
measures we discuss are in the public domain and are free to use. 

In reviewing measures, we focus largely on self-report methods, 
i.e., tests (to assess knowledge or skills) and surveys (to assess attitudes 
or dispositions). Written or computerized tests and surveys using forced- 
choice (i.e., multiple choice) questions are advantageous in that they 
provide objective measures (i.e., quantitative data, and in the case of 
tests, right or wrong answers) and can be administered and scored using 
automated methods. In contrast, tests or surveys using constructed- 
response (open-ended) questions are much more labor intensive and 
costly to score and typically take longer to administer and, therefore, 
are not readily scalable for large groups. For some constructs, we dis- 
cuss other approaches to measurement, such as work sample tests and 
interviews, where appropriate. We present a more comprehensive sum- 
mary of the advantages and disadvantages of different approaches to 
measurement in the concluding chapter of this report. 

Measuring ALRM attributes poses a challenge, as most are multi- 
dimensional in nature; that is, they encompass a range of overlapping 
skills or behaviors. To answer our study questions, we draw upon more 
narrowly defined constructs (i.e., psychological concepts or variables) 
that are well represented in theoretical and empirical research. In some 
instances, there were relevant constructs that we opted not to include 
because they lacked a sufficient body of research. We discuss these con- 
structs as avenues for future research in Chapter Five. 

Tables 1.1 to 1.3 present the constructs we address for each attri- 
bute category (intellect, character, and presence). In the first column of 
each table, we present the attributes; in the second column, we present 
how the attributes are defined in the ALRM; and in the third column, 
we identify the constructs that correspond to attributes. 

 

 

mental ability and CT test scores may provide evidence that general mental ability is a valid 
predictor of CT skills. Discriminant validity reflects whether measures of different constructs 
are, in fact, unrelated (not correlated with each other). Our selection of measures was based 
largely on construct, criterion-related, and/or discriminant validity. For more background on 
types of validity, see Allen and Yen (1979). 
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Table 1.1 
Intellect Attributes, Definitions, and Corresponding Psychological 
Constructs 

 

Attribute ALRM Definition 

 

Corresponding 
Constructs 

 

Mental 
agility 

 
 
 
 

 
Sound 
judgment 

 

• Flexibility of mind; the ability to break 
habitual thought patterns 

• Anticipating or  adapting  to  uncertain 
or changing situations; to think through 
outcomes when current decisions or 
actions are not producing desired effects 

• The ability to apply multiple perspectives 
and approaches 

• The capacity to assess situations shrewdly 
and draw sound conclusions 

• The tendency to form sound opinions, 
make sensible decisions and reliable 
guesses 

• The ability to assess strengths and 
weaknesses of subordinates, peers, and 
the enemy to create appropriate solutions 
and action 

 

• General mental 
ability (GMA)* 

• Critical 
thinking (CT)* 

• Metacognition* 
• Creative 

problem- 
solving* 

• GMA* 
• CT* 
• Metacognition* 
• Expertise 

Innovation • The ability to introduce new ideas 
based on opportunity or challenging 
circumstances 

• Creativity in producing ideas and objects 
that are both novel and appropriate 

• Creative 
problem- 
solving* 

Interpersonal 
tact 

• The capacity to understand interactions 
with others 

• Being aware of how others see you  
and sensing how to interact with them 
effectively 

• Being conscious of character, reactions, 
and motives of self and others and how 
they affect interactions 

• Recognizing diversity and displaying self- 
control, balance, and stability 

• Emotional 
intelligence** 

Expertise • Possessing facts, beliefs, logical 
assumptions, and understanding in 
relevant areas 

• Expertise 

 
 

SOURCE: The attributes and definitions above are from Headquarters, Department    
of the Army, 2012b, Table 5-1 (“Summary of the attributes associated with Intellect”). 

NOTE: Some of the constructs are associated with multiple attributes within an 
attribute category (denoted by *) or with multiple attributes across attribute categories 
(denoted by **). 
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Organization of This Report 

Chapters Two to Four present the three attribute categories, intellect, 
presence, and character, in turn. For each category, we discuss the con- 
structs associated with the attributes shown in Tables 1.1 to 1.3. Each 
chapter is organized in four parts: 

First, we define the construct. 
Second, we briefly summarize research findings about the associa- 

tion of the construct with leader performance (where available), followed 
by a summary of findings about the association of the construct 
with job performance more generally. In the absence of studies exam- 
ining job performance, we report results from research on outcomes 
associated with performance or organizational success, such as scholastic 
achievement, situational awareness, goal attainment, employee turnover, 
or other behaviors that contribute to the good of the organization 
(contextual performance). We rely largely on meta-analyses and compre- 
hensive reviews if available; otherwise, we discuss specific studies.3 

Third, we review empirical research on the malleability of the 
construct, focusing on research addressing changes in adulthood. If 
malleable, we also discuss available evidence regarding factors contrib- 
uting to the potential for change. Although we focus on development 
via formal training and education, we also note attributes that can 
change through work experience (such as changes in roles) or whether 
attribute development is more normative in nature (changes tend to 
occur at specific stages in life). 

Fourth, we present specific measures of the construct, or in the 
absence of specific measures, we describe measurement approaches. 

At the end of each chapter, we summarize the evidence of mal- 
leability of the relevant constructs through training and education 
and work experience (where relevant) along with a list of construct 
measures. 

 
 

 

3 Meta-analysis is a statistical technique that combines results across independent studies 
of similar topics. Results of meta-analyses are often based on thousands of observations and 
can provide substantial statistical power to estimate effects. 
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Table 1.2 
Presence Attributes, Definitions, and Corresponding Psychological 
Constructs 

 

Attribute ALRM Definition 

 

Corresponding 
Constructs 

 

Military and 
professional 
bearing 

 

• Possessing a commanding presence 
• Projecting a professional image of 

authority; displaying fitness, courtesy, 

and proper military appearancea 

 

• Physical fitness* 
• Emotional 

intelligence** 

Fitness • Having sound health, strength, and 
endurance that support one’s emotional 
health and conceptual abilities under 
prolonged stress 

Confidence • Projecting self-confidence and certainty 
in the unit’s ability to succeed in its 
missions 

• Demonstrating composure and outward 
calm through control over one’s 
emotions 

Resilience • Showing a tendency to recover quickly 
from setbacks, shock, injuries, adversity, 
and stress while maintaining a mission 
and organizational focus 

• Physical fitness*b 

 

 
• Generalized self- 

efficacy* 
• Extraversion 
• Emotional 

intelligence** 

 
• Resilience 

 
 

SOURCE: The attributes and definitions are from Headquarters, Department of the 
Army, 2012b, Table 4-1 (“Summary of the attributes associated with Presence”). 

NOTE: Some of the constructs are associated with multiple attributes within an 
attribute category (denoted by *) or with multiple attributes across attribute 
categories (denoted by **). 

a In the ALRM, physical fitness is identified as an aspect of military and professional 
bearing and as a separate attribute. “Courtesy” is not clearly defined in the ALRM, 
but perhaps maps on to aspects of emotional intelligence, which we include here. In 
future iterations of the ALRM, providing a more concrete definition of military and 
professional bearing could facilitate efforts to develop and measure this attribute. 
Because proper military appearance is not a psychological construct, we do not 
discuss it in this review. 

b Given the ADRP 6-22 definition of fitness, a range of topics, including nutrition, 
sleep, physical health, psychological health, and spirituality, could be reviewed, but 
these constructs are outside the scope of this project. 

 

In Chapter Five, we summarize key findings regarding malleabil- 
ity of leader attributes and discuss strategies to determine whether to 
emphasize training and development or selection for these attributes. 
We then present additional topics related to measurement, describe 
methods for studying the effects of training and education on develop- 
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Table 1.3 
Character Attributes, Definitions, and Corresponding Psychological 
Constructs 

 

Attribute ALRM Definition 
 

Army values • Values are principles, standards, or 
qualities considered essential for 
successful leaders 

• Values are fundamental to help 
people discern right from wrong in 
any situation 

• The Army has seven values to 
develop in all Army individuals: 
loyalty, duty, respect, selfless ser- 
vice, honor, integrity, and personal 
courage 

Empathy • The propensity to experience 
something from another person’s 
point of view 

• The ability to identify with and enter 
into another person’s feelings and 
emotions 

• The desire to care for and take care 
of soldiers and others 

Discipline • Control of one’s own behavior 
according to Army values; mindset 
to obey and enforce good orderly 
practices in administrative, orga- 
nizational, training, and operational 
duties 

 

Corresponding 
Constructs 

 

• Ethical 
decisionmaking 

• Conscientiousness* 
• Initiative 

 
 
 
 
 

 
• Emotional 

intelligence** 

 
 
 
 

 
• Conscientiousness* 

Warrior ethos/ 
service ethos 

• The internal shared attitudes and 
beliefs that embody the  spirit  of 
the Army profession for  soldiers 
and Army civilians alike, reflecting a 
commitment to the nation, mission, 
unit, and fellow soldiers 

• Motivation to lead 
• Affective 

commitment 

 
 

SOURCE: The attributes and definitions are from Headquarters, Department of the 
Army, 2012b, Table 3-1 (“Summary of the attributes associated with Character”). 

NOTE: Some of the constructs are associated with multiple attributes within an 
attribute category (denoted by *) or with multiple attributes across attribute 
categories (denoted by **). 

 

 

ment of leader attributes, and provide recommendations regarding 
routine assessment of leader attributes. We conclude by noting the lim- 
itations of our review and proposing additional leader attributes and 
related topics to address in future research. 



 

 



 

 
CHAPTER TWO 

Intellect Attributes 

 
 
 
 
 

The complexity inherent to the duties of modern military leaders 
demands heavy reliance on intellect. ADRP 6-22 defines intellect as the 
mental resources or tendencies that shape a leader’s conceptual abilities 
and effectiveness and identifies five specific intellect attributes: mental 
agility, sound judgment, innovation, interpersonal tact, and expertise. 
In this chapter, we review related constructs from theoretical and 
empirical research that correspond with intellect attributes. These con- 
structs include general mental ability (GMA), critical thinking (CT), 
metacognition, creative problem-solving, emotional intelligence, and 
expertise. 

This chapter is organized according to those constructs. First, we 
define the construct and then summarize research findings about the 
association of the construct with leader performance (if available), fol- 
lowed by general job performance or related outcomes. We then review 
empirical research on the malleability of the construct. Finally, we pres- 
ent specific measures of the construct. We summarize key findings in 
Table 2.7 at the end of this chapter. 

 

General Mental Ability 

Definition 

Gottfredson’s (1997) definition of intelligence, GMA, reflects views of 
scholars from a wide spectrum of disciplines and perspectives. She defines 
intelligence as: 

 
 

 

11 
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a very general mental capacity that, among other things, involves 
the ability to reason, plan, solve problems, think abstractly, 
comprehend complex ideas, learn quickly, and learn from experi- 
ence. It is not merely book learning, a narrow academic skill, or 
test-taking smarts. Rather, it reflects a broader and deeper capa- 
bility for comprehending our surroundings—“catching on,” 
“making sense” of things, or “figuring out” what to do (p. 13). 

Indeed, there are numerous specific cognitive abilities (e.g., verbal, 
quantitative, spatial, and reasoning) and many theories of intelligence 
(e.g., Cattell, 1971; Gardner, 1993; Guilford, 1967; Sternberg, 1985). 
However, many scholars argue that these specific abilities share a common 
thread: GMA.1 

 
Association with Performance 

Since Spearman’s influential (1904) article “General Intelligence, Objec- 
tively Determined and Measured,” numerous studies have examined 
the association of GMA with various indicators of leadership perfor- 
mance. Meta-analyses suggest the strength of this relationship range 
from moderately weak (Bass, 2008; Judge, Colbert, and Ilies, 2004) 
to somewhat strong (Lord, De Vader, and Alliger, 1986). Research 
has also found support for this relationship in longitudinal studies 
conducted for the Army. For example, Bartone, Snook, and Tremble 
(2002) found that cognitive ability predicted leader performance in a 
study tracking a cohort of cadets across all four years at the U.S. Military 
Academy. 

GMA is a moderate to strong predictor of job performance more 
generally, which has been replicated in U.S. samples (Hunter and 
Hunter, 1984; Judge et al., 1999; Schmidt, 2002; Schmidt and Hunter, 
2004) and European samples (Salgado et al., 2006). We note, however, 
that job complexity affects the strength of the GMA-job performance 
relationship such that jobs with higher complexity yield stronger 
relationships between GMA and performance than jobs with lower 

 
1 This topic is somewhat controversial, however, as other scholars argue that evidence does 
not support the concept of a general mental ability as a common factor underlying other 
intelligences (e.g., see Horn and Masunaga, 2006; Salthouse, 2012). 



Intellect Attributes 13 
 

 

 

complexity (Ones et al., 2010). Given the complexity of being an 
Army leader, we expect that GMA plays an important role in leader 
performance. 

 
Malleability 

The malleability of GMA has long been debated. Evidence indicates that 
GMA is due largely to hereditary factors (Plomin and DeFries, 1998; 
Shakeshaft et al., 2015); however, the environment also plays a role (e.g., 
Flynn, 1987). Many researchers have viewed intelligence as mostly fixed 
(Jensen, 1998); however, others have argued for its malleability (Feuer- 
stein, 1980). While intelligence levels are rather resistant to relative 
change (i.e., one’s intelligence capabilities relative to other people), a pos- 
itive change is possible and expected within an individual over a life- 
time (Salthouse, 2012) as well as through training (Buschkuehl and 
Jaeggi, 2010; Jaeggi, Buschkuehl, Jonides, and Perrig, 2008; Sternberg, 
2008). 

From a normative developmental perspective, empirical research 
on mental ability across the lifetime frequently differentiates between 
crystallized intelligence and fluid intelligence.2 Crystallized intelligence 
represents abilities that are most associated with general experience, 
depth of vocabulary, and verbal comprehension (Cattell, 1971). Over 
the course of one’s career, individuals amass a wealth of knowledge, and 
research suggests this accumulation continues until approximately 60 to 
70 years of age and then gradually declines (Horn and Masunaga, 
2006; Salthouse, 2012). Fluid intelligence refers to the abilities that are 
most associated with working memory, abstract reasoning, attention, 
and processing new information (Cattell, 1971). Across different samples, 
methods, and measures, cognitive psychologists consistently conclude 
that fluid intelligence peaks in the mid-20s and then demonstrates a 
gradual and monotonic decline through the remainder of life (Salt- 
house, 2012; see also Horn and Masunaga, 2006). Some researchers have 
found fluid intelligence to be very similar to GMA (Gustafsson, 2002; 

 
 
 

2 Fluid and crystallized intelligence correlate strongly (approximately 0.70) (Gustafsson, 
2002). 
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Carroll, 1993) or suggest that fluid intelligence and GMA are one and 
the same (Kvist and Gustafsson, 2008). 

From a training perspective, crystallized intelligence is often con- 
sidered amenable to change through formal education and/or experien- 
tial learning, although development factors, including educational 
opportunities and child-rearing practices that emphasize the value of 
formal education and knowledge acquisition, influence development of 
crystallized intelligence (Horn and Masunaga, 2006). The literature, 
however, still points to conflicting conclusions regarding the effects 
of training to improve fluid intelligence. Some studies conclude that 
training will not yield gains (e.g., Harrison et al., 2013) and others sug- 
gest training will prove valuable (e.g., Busckuehl and Jaeggi, 2010; Jaeggi 
et al., 2008; Sternberg, 2008). Much of this research targets working 
memory as a means for improving fluid intelligence. Working memory 
is typically viewed as the part of long-term memory that is available for 
active information processing, including the placement and retrieval 
of information into and out of storage. To examine the potential effects of 
training, Au et al. (2014) conducted a meta-analysis of 20 studies, includ- 
ing healthy participants between ages 18 and 50, and found a small but 
statistically significant positive effect of training on fluid intelligence.3 

In contrast, Sprenger et al. (2013) found that while certain aspects of 
working memory may improve because of training, these improvements 
did not generalize to other nonsimilar cognitive abilities or even to other, 
untrained aspects of working memory. Other evidence suggests there 
may be a dosage effect, with a greater duration and amount of training 
yielding larger and more enduring gains in fluid intelligence (Jaeggi 
et al., 2008; Jaeggi et al., 2014; Schmiedek, Lövdén, and Lindenberger, 
2014). For example, Jaeggi et al. (2014) found significant improvement 
for study participants who had daily training sessions for 17 or 19 days 
but not for participants who had 8 or 12 training days (training sessions 
were approximately 25 minutes per day). Additionally, studies suggest 

 

3 This meta-analysis consisted of studies of n-back training conducted over one week or 
longer. In n-back training, trainees are presented with a series of stimuli (e.g., shapes or let- 
ters) and must decide if the current stimulus matches one presented n trials ago, where n is 
a number that can be adjusted to influence cognitive workload. The stimuli in n-back tasks 
can be presented different ways, e.g., visually and/or aurally. 
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that as people age, training is less effective for improving fluid intelli- 
gence (Sternberg et al., 2013). In light of continually emerging and con- 
flicting findings, more research is needed on whether fluid intelligence 
can be improved through training. 

 
Measurement Tools 

There are hundreds of GMA measures available to scientists, individual 
practitioners, and organizations that span the spectrum of empirical sup- 
port, ranging from tests developed with limited empirical research to 
tests developed for commercial use with decades of empirical research 
(Ones et al., 2010). For adult civilians, common measures of GMA 
include standardized tests for undergraduate and graduate admissions4 

(e.g., SAT, ACT, and Graduate Record Examination [GRE]) and other 
commercially available tests that measure global or specific abilities, such 
as the Wonderlic Personnel Test (Wonderlic, 2012), Wechsler Adult 
Intelligence Scale-IV (Wechsler, Coalson, and Raiford, 2008), Raven’s 
Standard Progressive Matrices (Raven, Raven, and Court, 1998), the 
Nelson-Denny Reading Test (Brown, Fishco, and Hanna, 1993), and 
the Miller Analogies Test (MAT; see Pearson Assessment, 2016).5 

To enlist in the armed services, prospective candidates are required 
to take the Armed Services Vocational Aptitude Battery (ASVAB). The 
ASVAB consists of a battery of standardized tests and also yields a 
composite score, known as the Armed Forces Qualification Test (AFQT), 
which combines ASVAB subsections of arithmetic reasoning, mathe- 
matics knowledge, and verbal expression. The ASVAB can be admin- 
istered in both paper-and-pencil and computerized format. The ASVAB 
has been used as a predictor in numerous studies of military personnel; 
it predicts outcomes such as success in training, first-term attrition, and 
job performance in a range of occupations (e.g., Welsh, Kucinkas, and 
Curran, 1990). However, neither the ASVAB nor any other test of GMA 

 

4 Scholars differentiate between abilities and knowledge, and there are claims that tests 
such as the SAT and ACT measure knowledge more than ability (Salthouse, 2012). However, 
these tests have been shown to have strong correlations with measures of GMA (e.g., Frey 
and Detterman, 2004; Koenig, Frey, and Detterman, 2008) and are often used as indicators 
of GMA. 

5 Pearson Assessment, 2016. 
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is administered to commissioned officers in the Army on a systematic 
basis. We discuss the value of administering such tests in the conclud- 
ing chapter of this report. 

 

Critical Thinking Skills 

Definition 

ADRP 6-22 emphasizes CT as a component of mental agility. CT is 
related to, but distinct from, GMA (e.g., Klaczynski et al., 1997; Toplak 
and Stanovich, 2002; West, Toplak, and Stanovich, 2008). There is dis- 
agreement about how to define CT, but many scholars view CT as 
consisting of two components: skills or abilities, and dispositional char- 
acteristics (e.g., Halpern, 1998; Klacyznski et al., 1997; Stanovich and 
Stanovich, 2010). CT skills or abilities reflect cognitive activities such 
as reasoning, disjunctive thinking (i.e., considering all possible states of 
the world when responding to a problem; Toplak and Stanovich, 2002) 
and reflective thinking (e.g., judging the credibility of sources and qual- 
ity of an argument; Ennis, 1993). Some researchers view CT skills as 
general, whereas others focus on CT in specific domains (e.g., Abrami 
et al., 2008; Toplak and Stanovich, 2002). Dispositional factors associ- 
ated with CT typically reflect thinking styles or motivation to think 
critically. 

 
Association with Performance 

Studies have focused largely on understanding factors that contribute 
to CT, as opposed to the consequences of CT. For example, in the 
following discussion of the malleability of CT, we note that there are 
numerous studies of the effects of training on acquisition of CT skills. 
However, we have not found studies examining the association of CT 
skills or dispositions with leader or job performance.6 

 

 

6 Rueb, Erskine, and Foti (2008) examined the association of CT skills and leadership 
among officers attending Air Force Squadron Officer School, but in this study, leader- 
ship was operationalized in terms of academic performance. Therefore, these findings pertain 
more to the association of CT skills and intellectual constructs such as GMA. 
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However, some research has shown that CT skills are related to 
cognitive processes that influence judgment and decisionmaking, pro- 
viding indirect evidence of a possible association of CT and leader or job 
performance. West and his colleagues found that people with high scores 
on a test of CT skills showed fewer common cognitive biases (West, 
Toplak, and Stanovich, 2008). Cognitive biases are “rules of thumb” that 
people use to make judgments under conditions of uncertainty. These 
rules of thumb are cognitively efficient, but they lead to predictable errors 
in judgment, which in turn influence decisions in a wide range of domains. 
Butler et al. (2012) found that college students and adults who scored 
higher on a test of CT skills reported fewer negative life events in a range 
of domains, suggesting that higher CT skills are associated with better 
decisionmaking in real-world situations.7 It is reasonable to expect a sim- 
ilar association for Army leaders, but the link between CT and military 
judgment and decisionmaking is an open research question. 

 
Malleability 

There is substantial evidence that training can influence CT skills. 
In military environments, Cohen and his colleagues have developed 
CT skills training and have shown improvement in students’ perfor- 
mance on decisionmaking tasks (Cohen et al., 2000). Fischer et al. 
(2008) found that a computerized CT skills training program produced 
improvement in one aspect of CT, evaluating the need for new infor- 
mation when assessing a situation. Griffin and McClary (2015) studied 
CT skills training in Army Human Terrain System education and found 
that students showed improvement in CT skills as measured by the 
Halpern Critical Thinking Assessment (Halpern, 2010). More gener- 
ally, two meta-analyses by Abrami and colleagues (Abrami et al., 2008; 
2015) show that CT instruction has a positive effect on CT skills, but 
the nature of the training matters. In an analysis of 161 effect sizes, 
Abrami et al. (2008) found that when instruction about CT is explicit, 

 

7 Life events were measured with an adaptation of the Decision Outcomes Inventory 
([DOI]; Bruine de Bruin, Parker, and Fischhoff, 2007). The DOI measures 34 life outcomes. 
Examples include, “Threw out food or groceries you had bought because they went bad,” “Quit 
a job after a week,” “Had your driver’s license taken away from you by the police,” “Locked 
yourself out of your home,” and “Loaned more than $50 to someone and never got it back.” 
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there are large effects of instruction. In contrast, immersing students in 
content that requires CT without providing explicit instruction on CT 
has a small effect. Abrami et al. (2015) compared three instructional 
approaches: dialogue (the Socratic method and other forms of discus- 
sion); authentic instruction (e.g., applied problem-solving and simula- 
tions), and mentoring (e.g., one-on-one instruction such as tutoring or 
internships). In their meta-analysis of 341 effect sizes, Abrami and his 
colleagues found effects of instruction on CT skills were larger for 
content-specific rather than generic CT. They also found that authentic 
instruction, dialogue, and their combination produced significant 
improvement in CT skills compared to control conditions.8 However, 
the combination of authentic instruction and dialogue with mentoring 
had a much larger effect. Abrami and his colleagues suggest that men- 
toring works as a catalyst, augmenting other strategies that are less 
successful if used alone. 

There has been far less research on the malleability of dispositional 
aspects of CT. Abrami et al. (2015) also examined this topic in their 
meta-analysis and found only 25 relevant effect sizes. Furthermore, these 
effects were heterogeneous, suggesting that moderating factors, such as 
participant age or instructional methods, influence results, but there 
were not enough studies available to examine moderating effects. Over- 
all, results show that CT interventions positively influence CT disposi- 
tions, but much more research is needed to address this question. 

 
Measurement Tools 

There are a number of established tests that measure general CT skills 
(as opposed to domain-specific CT skills). Table 2.1 reviews some of 
the commonly used tests and the CT skills that they measure. The 
Ennis-Weir test is free to use, and the other tests are commercial in 
nature. Some of these test publishers also provide measures of disposi- 
tional aspects of CT. 

The tests shown in Table 2.1 vary in format. Most of the tests use 
forced-choice questions. However, some researchers argue constructed- 

 
8 Mentoring alone did not produce improvement in CT skills compared to control 
conditions. 
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Table 2.1 
Examples of Critical-Thinking Skills Tests 

Measure Description 
 

Watson-Glaser Critical 
Thinking Appraisal 
(Watson and Glaser, 
1980) 

California Critical 
Thinking Skills Test 
(Facione, 1990) 

Cornell Critical Thinking 
Test (Level Z) (Ennis and 
Millman, 2005) 

Ennis-Weir Critical 
Thinking Essay Test 
(Ennis and Weir, 1985) 

 

 
Halpern Critical Thinking 
Assessment (Halpern, 
2010) 

 

Forced-choice test measuring recognizing 
assumptions, evaluating arguments, and drawing 
conclusions 

 
Forced-choice test measuring analysis, evaluation, 
inference, deduction, induction, and overall 
reasoning 

Forced-choice test measuring induction, deduction, 
credibility, identification of assumptions, semantics, 
definition, and prediction in planning experiments 

Constructed-response test measuring argument 
appraisal and formulation (e.g., identifying reasons 
and assumptions, stating one’s  point,  offering 
good reasons, avoiding weak arguments such as 
equivocation, irrelevance, and  overgeneralization) 

Test consisting of constructed- and forced-choice 
questions measuring verbal reasoning, argument 
analysis, thinking as hypothesis testing, likelihood 
and uncertainty, and decisionmaking and 
problem-solving 

 
 

 

response questions, or a combination of forced-choice and constructed- 
response questions, produce better assessments of higher-order cognitive 
processes and better reflect the tasks in actual job settings (e.g., Ennis, 
1993; Halpern, 2010; Ku, 2009). The Ennis-Weir Critical Thinking Essay 
Test uses constructed-response questions, and the Halpern Critical 
Thinking Assessment (Halpern, 2010) uses a combination of forced- 
choice and constructed-response questions. Given the lack of research 
addressing the association of CT with outcomes such as job perfor- 
mance, there is insufficient evidence to determine whether the addi- 
tional costs of administering and scoring constructed-response tests are 
justified by producing better assessments of CT skills. 

There are many items in the public domain measuring cognitive 
biases and heuristics, an aspect of CT skills (see example items in 
Table 2.2), and some researchers have created batteries of such items that 
have been used extensively in research (e.g., West, Toplak, and Stanovich, 
2008). 
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Table 2.2 
Examples of Items Assessing Cognitive Biases and Heuristics 

Cognitive 
Bias or 
Heuristic Source Example Correct answer 

 

Base rate 
fallacy 

 
 
 
 
 
 
 
 
 

Conjunction 
fallacy 

 
 
 
 
 
 
 
 
 
 
 
 
 

Availability 
heuristic 

 

Tversky 
and 
Kahneman 
(1974) 

 
 
 
 
 
 
 
 

Tversky 
and 
Kahneman 
(1983) 

 
 
 
 
 
 
 
 
 
 

 
Tversky 
and 
Kahneman 
(1973) 

 

“Steve is very shy and 
withdrawn, invariably 
helpful but with very 
little interest in people 
or in the world of real- 
ity. A meek and tidy 
soul, he has a need for 
order and structure, 
and a passion for 
detail. Is Steve more 
likely to be a librarian 
or a farmer?” 

 
“Linda is 31 years old, 
single, outspoken, 
and very bright. She 
majored in philosophy. 
As a student, she was 
deeply concerned with 
issues of discrimination 
and social justice, 
and also participated 
in anti-nuclear 
demonstrations. 
Which is more 
probable? (a) Linda is 
a bank teller. (b) Linda 
is a bank teller and is 
active in the feminist 
movement.” 

“If you sample a word 
at random from an 
English text, it is more 
likely that: (a) the word 
starts with the letter K, 
or (b) that K is its third 
letter?” 

 

Many respondents 
choose “librarian” 
because the description 
of Steve sounds similar 
to common images of a 
librarian. This response 
shows failure to consider 
the base rate, i.e., there 
are many more farmers 
than librarians in the 
United States. The ratio 
of male farmers to male 
librarians is even higher. 

Some people will choose 
(b) because it sounds like 
a more representative 
description of Linda 
(a heuristic called 
“representativeness”; 
Kahneman and Tversky, 
1972). The correct 
response is (a) because 
the probability of 
two events occurring 
together is lower than 
the probability of either 
event occurring alone. 

 
 
 

Many respondents 
choose (a) because words 
that start with K come 
more easily to mind (are 
more available), which in 
turn influences estimates 
of frequency. In fact, a 
typical passage of text 
has twice as many words 
in which K is the third 
letter. 
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Bruine de Bruin, Parker, and Fischhoff (2007) developed a test 
called Adult Decision-Making Competence (ADMC) that assesses other 
aspects of decisionmaking effectiveness. The ADMC is a forced-choice 
test that measures a number of aspects of decisionmaking proficiency: 
resistance to framing effects (consistency in judgments whether out- 
comes are framed as a gain or a loss); recognizing social norms; under 
or overconfidence (how well calibrated people are in understanding their 
own knowledge); applying decision rules; consistency in risk perception 
(understanding rules of probability); and resistance to sunk costs. 
Bruine de Bruin, Parker, and Fischhoff (2007) showed that responses 
to the ADMC are associated with related constructs such as GMA and 
decisionmaking styles. The ADMC has also been used in other studies 
of decisionmaking (e.g., Del Missier, Mantyla, and Bruine de Bruin, 
2010; Parker, Bruine de Bruin, and Fischhoff, 2007). 

There are many affective or dispositional measures of cognitive or 
thinking styles or motivations to think critically. These measures are 
self-report instruments assessing one’s propensity to engage in critical 
thinking, but they are not measures of CT skills. Two examples, the 
Actively Open-Minded Thinking Scale (AOT) (Stanovich and West, 
1998) and the Need for Cognition Scale (Cacioppo, Petty, Feinstein, 
and Jarvis, 1996), are shown in Table 2.3. These and other thinking 
disposition scales—such as need for closure, dogmatism, reflectivity, 
superstitious thinking, and consideration of future consequences—have 
been associated with CT or other cognitive abilities in many empirical 
studies (see Toplak, West, and Stanovich, 2014). 

 

Metacognition 

Definition 

Metacognition can be defined as “thinking about thinking” and refers 
to self-awareness about one’s cognitive and problem-solving processes 
(Davidson, Deuser, and Sternberg, 1994; Flavell, 1979).9 

 
 

9 In this review, we focus on metacognition as awareness of one’s cognitive processes. We 
note that a large body of work in education focuses on metacognition as awareness and 
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Table 2.3 
Examples of Dispositional Measures of Critical Thinking 

Measure Description Example Items 
 

AOT Scale (Stanovich 
and West, 1998) 

 
 
 
 

 
Need for Cognition 
Scale (Cacioppo, 
Petty, Feinstein, and 
Jarvis, 1996) 

Forty-one items assessing 
cognitive flexibility and 
openness to changing 
one’s beliefs, rated on six- 
point scales ranging from 
1 = strongly disagree to 
6 = strongly agree 

 
Eighteen items assessing the 
extent to which respondents 
enjoy and engage in cognitive 
endeavors. Respondents rate 
the extent to which items 
are characteristic of them on 
five-point scales ranging from 
“extremely uncharacteristic” 
to “extremely characteristic.” 

 

• “People should always 
take into consideration 
evidence that goes 
against their beliefs.” 

• “No one can talk me 
out of something I 
know is right.” (reverse 
scored) 

• “I would prefer complex 
to simple problems.” 

• “Thinking is not my 
idea of fun.” (reverse 
scored) 

 
 

 

Association with Performance 

In their review of metacognition and leadership, Marshall-Mies 
et al. (2000) argue that metacognitive skills are critical for effective leader- 
ship, given that leadership involves solving complex problems and 
metacognitive processes guide effective problem-solving. Metacogni- 
tive skills influence problem-solving by fostering: (1) understanding of 
the problem and its key parameters; (2) the search for and evaluation of 
solutions; and (3) monitoring implementation of solutions and adapt- 
ing solutions in response to feedback (Marshall-Mies et al., 2000). 
Metacognition is associated with expertise in that experts engage in 
more metacognitive activities than novices do (see Phillips, Klein, and 
Sieck, 2004). The importance of metacognitive skills for senior leaders 
has been documented in Army research (Lucas and Markessini, 1993). 

 

 

conscious use of learning strategies (e.g., Jacobson, 1998). Many researchers studying meta- 
cognition in educational settings assert that instructional practices can foster metacognitive 
skills (e.g., Jacobson, 1998; Schraw, 1998). Measures such as the Motivated Strategies for 
Learning Questionnaire (Pintrich, Smith, Garcia, and McKeachie, 1993) assess metacogni- 
tion with respect to learning. 
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Metacognitive skills are posited to foster situational awareness 
(Cohen, Freeman, and Wolf, 1996; Endsley, 2000); in turn, there is evi- 
dence for the importance of situational awareness in leader adaptive 
performance. In his book on psychology in war, Matthews (2014) links 
situational awareness to tactical decisionmaking skills, arguing that 
higher awareness increases the likelihood of success. In a study of 
near-miss incidents among firefighters, continually assessing the envi- 
ronment, challenging assumptions, and checking work were all activities 
that contributed to a leader’s success in dangerous situations (Baran and 
Scott, 2010). Aude et al. (2014) cite a number of other studies reporting 
a positive relationship between situational awareness and adaptive per- 
formance (Pleban et al., 2009; Strater, Jones, and Endsley, 2001; Saus 
et al., 2006). More recent evidence has shown that metacognitive skill 
influences the effects of job experiences on aspects of adaptive per- 
formance, including social competence and tacit leader knowledge. 
Zaccaro et al. (2009) reported that the positive effects of having chal- 
lenging and diverse work experience on social competence were stronger 
for military leaders with higher metacognitive skills. Similarly, the asso- 
ciation between challenging work assignments and tacit leader knowl- 
edge was positive and stronger for leaders with higher metacognitive 
skills.10 

 
Malleability 

A paucity of research exists on the malleability of metacognitive skills 
in the workplace. Much of the metacognitive training literature instead 
focuses on clinical or academic settings (e.g., McCabe, 2011; Moritz 
et al., 2011).11 Therefore, the conclusions that we can draw are quite 
tentative. Nevertheless, there is some evidence that metacognitive skills 
are malleable. Research on expertise as mentioned and to be described in 
more detail later in this chapter provides indirect evidence for the mal- 
leability of metacognition in that experts engage in more metacognitive 

 
10 We did not find studies of the association of metacognition and job performance more 
generally. 

11 Geiwitz (1995) designed metacognitive training for officers; however, an evaluation of this 
training was not reported. 
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activities than do novices, and expertise develops through training, 
education, and experience. This suggests that metacognitive skills accrue 
with domain knowledge and skills—but becoming an expert takes a 
long time (Ericsson, 2006). 

Schmidt and Ford (2003) studied a metacognitive intervention 
directly. Their results suggest that the benefits of the intervention for 
metacognitive activity and learning outcomes depend on individual 
differences such as learning goal orientation. In this study, students 
participated in training to create web pages; in the experimental condi- 
tion, a 10-minute intervention on metacognitive activity preceded the 
primary training, and in the control group, there was no metacognitive 
intervention. Results showed that individuals who were less concerned 
about demonstrating incompetence (low avoidance orientation) showed 
greater metacognitive activity and greater declarative knowledge about 
the primary task after metacognitive training. In comparison, those 
who were concerned with demonstrating incompetence (high avoid- 
ance orientation) showed lower metacognitive activity and lower levels 
of declarative knowledge after metacognitive training. In addition, 
Schmidt and Ford (2003) found that greater metacognitive activity was 
associated with greater acquisition of declarative knowledge, higher 
self-efficacy, and superior performance on a skill-based measure. Schmidt 
and Ford (2003) propose ways in which these results can be used to 
enhance training outcomes. One approach is to customize the train- 
ing to fit the learner’s characteristics, e.g., by providing more metacog- 
nitive prompts to low-avoidance trainees and fewer prompts to high- 
avoidance trainees. A second approach is to change the learner to fit 
the training, e.g., by modifying the learner’s performance-avoidance 
cognitions and behaviors. This approach, however, depends on a better 
understanding of the extent to which learning goal orientation is 
more state-like (rather than trait-like) and, therefore, more amenable 
to change. 

 
Measurement Tools 

Measuring metacognition is challenging because it is complex and unob- 
servable, and it may be influenced by respondents’ verbal abilities and 
aspects of GMA (Lai, 2011). 
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In some research, metacognitive skills have been evaluated through 
interviews, think-aloud strategies during problem-solving, or testing (see 
Marshall-Miesetal., 2000; Schrawand Dennison, 1994). These approaches 
typically infer use of metacognitive strategies in participants’ responses 
as evaluated by subject matter experts (SMEs). Thus, these methods are 
not scalable when assessing large numbers of personnel. 

There are a number of self-report instruments assessing metacog- 
nition, but most are designed for academic learning contexts and are 
geared toward children. In contrast, Schraw and Dennison (1994) devel- 
oped and tested the Metacognitive Awareness Inventory (MAI), which 
is designed for older students and adults, and many of the items on this 
scale may be appropriate for basic and applied Army research. The MAI 
consists of 52 items measuring two related categories of metacognition: 
knowledge of cognition (awareness of one’s cognitive strengths and 
weaknesses) and regulation of cognition (planning, implementing, moni- 
toring, and evaluating use of strategies). While many of the MAI items 
are related to classroom learning (e.g., “I am aware of what strategies 
I use while I study” and “I know what the teacher expects me to learn”), 
a number of items address cognitive processes more generally or per- 
tain to problem-solving (e.g., “I understand my intellectual strengths 
and weaknesses” and “I ask myself if I have considered all options when 
solving a problem”). Studies of the MAI with college students show that 
scores on the MAI were correlated with actual knowledge and test 
performance. 

 

Creative Problem-Solving 

Definition 

In defining innovation, ADRP 6-22 emphasizes the need for leaders to 
produce creative ideas and solve problems effectively. In this review, we 
focus our discussion of creativity largely on innovative or creative 
problem-solving and divergent thinking. Creative problem-solving 
entails generating solutions to novel, complex, and ill-defined problems 
(Eubanks, Murphy, and Mumford, 2010; Scott, Lonergan, and Mum- 
ford, 2005; Vincent, Decker, and Mumford, 2002). Work in this area 
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has identified five key processing activities that contribute to creative 
problem-solving: problem-construction or problem-finding, informa- 
tion gathering, conceptual combination, idea generation, and idea 
evaluation (e.g., Scott, Lonergan, and Mumford, 2005). Theories of 
personality also point to dispositional characteristics related to cre- 
ative problem-solving. A dominant theory of personality is the Five- 
Factor Model or “Big Five,” a taxonomy consisting of five broad per- 
sonality factors: extraversion, emotional stability, agreeableness, 
conscientiousness, and openness to experience (e.g., Digman, 1990). 
Openness to experience, which includes facets such as curiosity, inge- 
nuity, and intellectual efficiency (e.g., Drasgow et al., 2012), has been 
linked to creativity and innovation in prior research. 

 
Association with Performance 

Zaccaro et al. (2000) studied complex problem-solving skills among 
1,807 Army officers in grades O1 to O6 who were enrolled in Army 
officer education courses. While providing evidence for the validity of 
a number of measures, the data also shed light on the relationships among 
problem-solving skills, creativity, and leadership. Complex problem- 
solving skills (both cued, question prompts provided, and uncued, sce- 
nario only without prompts) were significantly correlated with divergent 
thinking and officer career achievement.12 Tremble, Kane, and Stewart 
(1997) found similar results among officers in the chains of command 
of 53 battalions in that the process of problem construction was 
predictive of career achievement, but problem-solving skills were not 
associated with leader performance as assessed by superiors and 
subordinates. 

Two other studies use a subset of the Zaccaro et al. (2000) data to 
examine divergent thinking and creativity among Army leaders. Vin- 
cent, Decker, and Mumford (2002) found that divergent thinking (“the 

 
12 Complex problem-solving skills were measured through three scenarios that required 
a constructed (open-ended) response. They were each rated on their use of eight problem- 
solving processing skills from the Mumford et al. (1991) taxonomy of creative problem- 
solving: problem construction, information encoding, category search, category specification, 
category combination and reorganization, idea evaluation, solution implementation, and 
solution monitoring. 
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ability to generate multiple alternative problem solutions,” p. 163) was 
highly correlated with idea generation and with idea implementation and 
moderately correlated with leader performance.13 Vincent, Decker, 

and Mumford (2002) also found that intelligence and expertise were 
positively associated with divergent thinking. Connelly et al. (2000) 
showed that creative thinking and creative writing (but not verbal rea- 
soning) significantly predicted leader achievement (i.e., rank) in the Army. 

Studies of dispositions show that openness to experience is associ- 
ated with leader and job performance. A meta-analysis of the Big Five 
factors (Judge et al., 2002) found that openness to experience predicted 
both leader emergence and leader effectiveness. More recently, a meta- 
analysis showed that openness to experience is associated with job per- 
formance, particularly for jobs that are unstructured, where personnel 
have decisionmaking discretion, or there is a strong requirement for 
innovation or creativity (Judge and Zapata, 2015). 

 
Malleability 

Research suggests that creative problem-solving skills are not fixed. The 
importance of domain-relevant or technical expertise is widely acknowl- 
edged in theories and empirical research on leadership and creativity 
(see Mumford, Connelly, and Gaddis, 2003, for a review). As we dis- 
cuss later in this chapter, and as described in ADRP 6-22, expertise 
develops through job experience, training, and education, suggesting 
that creativity is malleable, at least in part. Moreover, there is evidence 
that creativity can be trained. A meta-analysis of 70 studies by Scott, 
Leritz, and Mumford (2004) found that creativity training had posi- 
tive effects across age groups, organizational settings, and intellectual 
capabilities. Specifically, gains were found in divergent thinking, problem- 
solving, performance, and attitudes and behaviors. Scott, Leritz and 
Mumford (2004) also examined the relationship between course content, 
delivery methods, and positive outcomes. Results yielded four evidence- 
based recommendations for designing and implementing creativity 

 
 

13 Leader performance was measured by an index including number of medals and citations, 
prior performance evaluations, promotions ahead of schedule, and admission to special train- 
ing programs. 
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training: (1) use training based on a valid cognitive framework (e.g., 
Mumford et al., 1991); (2) provide lengthy and challenging training with 
attention to the association between underlying cognitive skills and how 
they influence creativity; (3) illustrate material about cognitive skills 
with real-world contextual examples; and (4) follow instruction about 
cognitive skills and examples with practical exercises that give partici- 
pants opportunities to apply strategies within a relevant domain. 

In contrast to skills, dispositional aspects of creativity are more 
fixed. Many theories in psychology have argued that personality devel- 
opment takes place in childhood and adolescence but remains relatively 
unchanged in adulthood. In light of research linking Big Five charac- 
teristics to creativity, this might suggest that creativity is relatively stable 
over time. However, more recent longitudinal studies conclude that some 
Big Five factors continue to change throughout adulthood (Roberts, 
Walton, and Viechtbauer, 2006; Helson et al., 2002), although the exact 
nature of the changes has been described as a complex phenomenon and 
highly variable across individuals (Srivastava et al., 2003). 

A meta-analysis of 92 studies of longitudinal changes in the Big 
Five traits concluded that different traits are likely to change at different 
points during the lifespan (Roberts et al., 2006). Of particular interest 
for this report is change during ages 18 to 22 (which Roberts and his 
colleagues refer to as the college years) and ages 22 to 30 (the first decade 
of young adulthood), the periods over which most formative training 
in the military occurs. Results of Roberts, Walton, and Viechtbauer 
(2006) show significant increases in openness to experience during 
young adulthood but no changes in subsequent decades (and decreases 
in individuals ages 60 to 70). However, the cause of these changes is not 
well understood. 

 
Measurement Tools 

There are a number of different approaches to measuring creative problem- 
solving and related constructs. The most common approach to measur- 
ing creativity includes assessments in which respondents’ answers are 
rated on a predetermined set of criteria. All these tests use constructed- 
response questions. 
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Table 2.4 
Examples of General Creativity Tests and Measures of Behaviors and 
Achievements 

Measure Description 

Consequences 
Test (Christensen, 
Merrifield, and 
Guilford, 1953) 

 
Alternate Uses 
Test (Wallach and 
Kogan, 1965) 

 

 
Biographical 
Inventory of 
Creative Behaviors 
(Batey, 2007) 

Creative Behavior 
Inventory (Hocevar, 
1979; Dollinger, 
2003) 

 

 
Creative Domain 
Questionnaire- 
Revised (Kaufman, 
Cole, and Baer, 
2009) 

Constructed-response test in which respondents identify 
potential consequences of hypothetical events, such as 
gravity being cut in half. Responses are scored by three 
judges who rate the quality and originality on a five-point 
scale. 

Constructed-response  test  in  which  respondents  generate 
as many unusual uses as they can for common objects, such 
as a brick, or identify as many common items as they can    
that share a feature, such as having a wheel. Responses are 
rated for originality, fluency, flexibility, and elaboration. 

Self-assessment in which respondents  answer  yes  or  no 
to indicate involvement across 34 activities ranging from 
creative writing to leadership or coaching. 

 
Self-assessment in which respondents indicate how often 
they have engaged in each of 28 artistic activities, such as 
“Designed and made your own greeting cards” and “Wrote 
the lyrics to a song,” with four-point response options 
ranging from “never did this” to “did this more than five 
times.” 

Self-assessment in which respondents report self- 
perceptions of their creativity in 56 domains spanning   
a wide range of topics, e.g., dance, music, art, business, 
science, and interpersonal relations, rated on six-point 
scales ranging from “not at all creative” to “extremely 
creative.” 

 
 

 

In the Zaccaro et al. (2000) study of creative problem-solving, 
respondents were presented with military scenarios to read. One of the 
scenarios (cued) was accompanied by response questions, while the other 
(uncued) was not. Trained raters assessed the cued responses on the fol- 
lowing problem-solving processes: problem construction, information 
encoding, category search, category combination and reorganization, 
idea evaluation, solution implementation, and solution monitoring. The 
uncued responses were rated for overall quality and originality by trained 
judges. 

Table 2.4 lists other commonly used, domain-general measures 
of creativity. Some of these instruments are tests in which respondents 
are asked to generate ideas, which are then judged for quality. Other 
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measures consist of self-report assessments, in which respondents 
answer questions about their behaviors, accomplishments, or self- 
beliefs across various domains of creativity. While acceptable for low- 
stakes settings, Silvia et al. (2012) caution that self-report assessments 
may not be appropriate for high-stakes use, such as personnel selection, 
due to their susceptibility to “faking good,” i.e., whereby respondents 
answer questions to present the impression of being more creative than 
they actually are. 

Table 2.5 provides examples of self-report instruments of disposi- 
tional aspects of creativity. As mentioned in the discussion of CT skills, 
dispositional measures are not a replacement for measuring skills but 
reflect the propensity to engage in relevant behaviors. 

The Creative Personality Scale (CPS) (Gough, 1979) is specific to 
creativity. The other measures in Table 2.5 are instruments that assess 
openness to experience and the other Big Five traits, several of which 
are relevant to other attributes discussed later in this report. The Inter- 
national Personality Item Pool (IPIP) consists of a variety of personality 
inventories (Goldberg, 1999). The IPIP website (“International Person- 
ality Item Pool,” 2017) has over 2,400 items that can be used to mea- 
sure facets of the Big Five or the Big Five factors overall. 

The remaining instruments are commercially available. The NEO14 

Personality Inventory - Revised (NEO PI-R) (Costa and McCrae, 1992) 
and the Hogan Personality Inventory (HPI) (Hogan and Hogan, 1995) 
have been widely used in research and practice.15 The Tailored Adap- 
tive Personality Assessment System (TAPAS) was developed for the 
Army (Stark et al., 2014). In contrast to many other instruments that 
use single statements with Likert-type response options, the TAPAS was 
designed to be more resistant to faking good by using paired compari- 
sons. That is, the respondent is presented with pairs of statements reflect- 
ing different facets and is asked to select the statement that is “more 

 

14 Originally “Neuroticism-Extraversion-Openness,” now called “NEO.” 

15 The HPI uses somewhat different labels for the Big Five: adjustment (emotional stability); 
sociability and ambition (extraversion); likeability (agreeableness); prudence (conscientious- 
ness); and intellectance (openness to experience) (see Salgado, Moscoso, and Alonso, 2013). 
The HPI includes an additional factor, School Success, which measures enjoyment of aca- 
demic activities and value of educational achievement. 



 

Table 2.5 
Examples of Dispositional Measures of Creativity or Related Constructs 

Measure Description Example Items 
 

CPS 
(Gough, 1979) 

 
 
 
 

 
IPIP 
(Goldberg 
et al., 1999) 

 
 
 
 

 
NEO PI-R 
(Costa and 
McCrae, 1992) 

 
 
 
 
 
 
 
 
 

 
HPI (Hogan 
and Hogan, 
1995) 

 
 
 
 
 

 
TAPAS 
(Stark et al., 
2014) 

 

Respondents indicate which 
adjectives describe themselves 
among 300 potential descriptors 
from the Adjective Check List 
(Gough and Heilbrun, 1965). The 
CPS measures creativity potential 
based on responses to 30 of the 
items. 

Measures multiple facets of each 
of the Big Five. Respondents are 
presented with brief behavioral 
descriptions and rate how accurately 
each statement describes them 
using a five-point Likert-type scale 
ranging from “very inaccurate” to 
“very accurate.” 

 
This is a commercial instrument 
consisting of 240 descriptive items 
measuring six facets of each of  
the Big Five. Respondents rate 
their agreement with descriptive 
statements using a five-point 
Likert scale ranging from “strongly 
disagree” to “strongly  agree.” 
Facets of openness to experience 
include fantasy, aesthetics, feelings, 
actions, ideas, and values. There are 
several other versions of the NEO, 
including a short version, the NEO 
Five-Factor Inventory (McCrae and 
Costa, 2004). 

This is a commercial instrument 
consisting of 206 true-false 
questions measuring multiple facets 
of six dimensions based on the Five- 
Factor Model. Respondents rate 
their agreement with descriptive 
statements using true-false 
options. Facets of intellectance or 
inquisitiveness include imagination, 
curiosity, and creative potential. 

This is a commercial instrument 
developed for the Army. Uses 
paired comparisons to measure up 
to 22 facets of the Big Five. Facets 
of openness to experience include 
intellectual efficiency, curiosity, 
ingenuity, aesthetic, tolerance, and 
depth. 

 

• “Inventive” 
• “Unconventional” 
• “Cautious” (reverse 

scored) 
• “Conventional” (reverse 

scored) 

 

 
• “Have  a  vivid 

imagination” (openness to 
experience) 

• “Am quiet around 
strangers” (extraversion) 

• “Am interested in people” 
(agreeableness) 

• “Pay attention to details” 
(conscientiousness) 

• “I often try new, foreign 
foods” 

• “I find philosophical 
arguments boring” 
(reverse scored) 

• “I have a lot of 
intellectual curiosity” 

 
 
 
 
 
 

 
• “I am a quick-witted 

person” 
• “I have  taken  things 

apart just to see how they 
work” 

 
 
 
 

• Two items in a pair 
include, “I am known as  
a ‘quick thinker’” (from 
one of the facets in the 
openness to experience 
domain) and “I get along 
well with coworkers” 
(from one of the  facets 
in the agreeableness 
domain) (Stark et al., 
2014). 
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like me.” The two statements in each pair are chosen to be similar in 
social desirability (see Table 2.5). Online administration of the TAPAS 
uses computer-adaptive testing (CAT), or tailored testing, in which a 
respondent’s answers influence the subsequent items that are presented. 
Using CAT provides accurate measurement with fewer items compared 
to paper-and-pencil tests. However, the TAPAS can also be adminis- 
tered in a traditional paper-and-pencil format. The TAPAS has been 
used for applicant screening among Army recruits at Military Entrance 
Processing Stations (MEPS) beginning in 2009 as well for research 
with Air Force and Navy recruits (Stark et al., 2014). Drasgow et al. 
(2012) showed similar scores for military personnel in a high stakes 
environment (Army applicants who took the TAPAS for enlistment 
screening) and a low stakes environment (Air Force applicants who took 
the TAPAS for research purposes only). This finding suggests that the 
TAPAS is resistant to faking good. 

Self-report instruments are often used in organizations to mea- 
sure personality traits, but personality traits can also be measured 
through others’ assessments of targets. A series of three meta-analyses 
by Connelly and Ones (2010) showed that other-ratings can improve 
the accuracy of personality ratings and can enhance predictive valid- 
ities of job performance. The nature of the personality trait being 
assessed, interpersonal intimacy between the raters and the target, 
and the number of other-raters are important factors in using other- 
ratings. 

 

Emotional Intelligence 

Definition 

The concept of emotional intelligence (EI) has been the focus of sub- 
stantial attention in the psychology and management literatures over 
the past twenty years. EI appears to map on to the intellectual attribute 
of “interpersonal tact” in the ALRM as well as attributes in presence 
and character categories; i.e., confidence and empathy, respectively. 
However, as noted by Spector and Johnson (2006, p. 325), “There is 
perhaps no construct in the social sciences that has produced more con- 
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troversy in recent years than emotional intelligence.” The conceptual 
definition (and measurement) of EI continues to be hotly debated (e.g., 
see Society for Industrial and Organizational Psychology [2010] for a 
scholarly dialogue). With this in mind, we outline the two primary 
models of EI as described by Joseph and Newman (2010): ability and 
mixed emotional intelligence.16 

Ability EI corresponds to a type of cognitive ability reflecting the 
aptitude to perform tasks and solve problems involving one’s own emo- 
tions and those of others (Côté, 2014; Mayer and Salovey, 1993). For 
example, a definition of EI from this “conceptual camp” is “the ability 
to carry out accurate reasoning about emotions and the ability to use 
emotions and emotional knowledge to enhance thought” (Mayer, 
Roberts, and Barsade, 2008, p. 507). The most commonly cited model 
in this paradigm is Mayer and Salovey’s (1997) four branch, hierarchi- 
cal model: (1) perceiving and expressing emotions, (2) using emotion, 
(3) understanding emotions, and (4) regulating emotions. Constructs 
such as empathy, creative thinking, and flexible planning are subsumed 
in this view of EI (Salovey and Mayer, 1990). 

Mixed EI is an “umbrella term that encompasses a constellation 
of personality traits, affect, and self-perceived abilities” (Joseph, Jin, 
Newman, and O’Boyle, 2015, p. 298) drawing from the models of Bar- 
On (1997), Goleman (1995), and Petrides and Furnham (2001). These 
traits and abilities include, but are not limited to, assertiveness, opti- 
mism, and stress tolerance. 

 
Association with Performance 

Multiple meta-analyses have analyzed the association of EI and leader 
or job performance. A meta-analysis of 48 studies (99 correlations) found 
a moderately strong correlation between EI and leadership effectiveness 
(Mills, 2009). However, this study did not differentiate between abil- 
ity and mixed EI measures. Another meta-analysis of 62 correlations 
examined the association between EI and transformational leadership 

 
 

 
16 Mixed emotional intelligence has also been referred to as trait emotional intelligence. 
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(Harms and Credé, 2010).17 Ability measures of EI showed smaller rela- 
tionships with transformational leadership than did trait measures; 
however, these moderate to strong correlations occurred only when lead- 
ers self-assessed their EI and transformational leadership. When these 
ratings came from different sources (e.g., leader self-assessments of EI 
and subordinate ratings of transformational leadership), the associations 
approached zero. Thus, the stronger associations could be a result of 
common-method bias and/or social desirability in leaders’ responses to 
both measures rather than because of a true association between EI and 
transformational leadership.18 

Several meta-analyses have examined emotional intelligence and 
job performance more generally. Estimates of the relationship are mod- 
erately small, and results depend on factors such as how EI and job 
performance are conceptualized and measured (Joseph and Newman, 
2010; O’Boyle et al., 2011; Van Rooy and Viswesvaran, 2004). For 
example, findings from Joseph and Newman (2010) indicate that the 
association of ability EI and performance depends on the type of job, 
such that EI predicts performance in occupations with high emotional 
labor (jobs requiring frequent interpersonal interaction) but not in occu- 
pations with low emotional labor. In contrast, Joseph and Newman 
(2010) found positive associations of mixed EI and performance across 
jobs, but EI overlapped substantially with other well-established con- 
structs (such as the Big Five). Most recently, a meta-analysis by Joseph, 
Jin, Newman, and O’Boyle (2015) found that the relationship of mixed 
EI and job performance could be accounted for by a combination of 
traits known to predict performance, such as Big Five factors and cog- 
nitive ability. 

 

 
17 A transformational leader inspires and empowers followers to move beyond their self- 
interests and act in ways that benefit the group or organization (e.g., Bass, 1985). In con- 
trast, a transactional leader focuses on gaining compliance from followers through the use of 
rewards and punishments. 

18 Common method bias occurs when the same type of method or measure (e.g., self-report) 
is used for predictor and outcome variables. As a result, the correlation between the variables 
may be influenced by the method of assessment as opposed to by the substance of the con- 
structs being measured. 
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Malleability 

Given the ongoing debate surrounding EI, many scholars remain 
skeptical about whether EI can be enhanced (e.g., Landy, 2005). Some 
recent studies report notable improvements in participants’ EI after 
participating in training programs (e.g., Boyatzis and Saatcioglu, 2008; 
Grant, 2007; Groves, McEnrue, and Shen, 2006). However, results 
should be interpreted with caution in light of conceptual and method- 
ological issues in EI theory and research. Many of the EI development 
interventions have been criticized for weak theoretical foundations and 
inadequate evaluation, e.g., relying only on trainees’ subjective reports 
and/or failing to include control groups (Nelis et al., 2009). For 
example, Boyatzis and Saatcioglu (2008) conducted 14 longitudinal 
studies of the impact of an MBA program on developing EI. The 
authors concluded that these competencies can be developed in adults 
and improvements can be sustained as long as seven years. However, 
given that these studies did not have control or other comparison 
groups, one cannot attribute changes in EI to the MBA program. 
Nelis and colleagues (2009) conducted a controlled experiment 
involving undergraduate students who received EI training focusing 
on EI knowledge and skills. The training consisted of two and one- 
half hour sessions conducted weekly for four weeks. In comparison 
to a no-training control group, participants in the treatment group 
showed improvement in measures of EI immediately following training 
and six months later. However, the sample size of the study was small 
and results varied for different EI measures in the study. Thus, we con- 
clude that evidence for the malleability of EI through training and 
education remains equivocal. 

 
Measurement Tools 

Different methods are used to assess EI. The most common methods 
include objective tests, self-report questionnaires, and 360-degree 
evaluations. Table 2.6 presents a brief summary of the instruments 
commonly used to assess EI according to various meta-analyses. 
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Table 2.6 
Examples of Measures of Emotional Intelligence 

Measure Description 
 

Ability EI 
Mayer–Salovey– 
Caruso Emotional 
Intelligence Test 
(MSCEIT) (Mayer 
et al., 2003) 

 
 
 
 

Wong  and 
Law Emotional 
Intelligence Scale 
(Wong and Law, 
2002) 

 
 
 
 

 
Mixed EI 

Emotional Quotient 
Inventory (EQ-I), 
(Bar-On, 2006) 

 
 
 
 
 
 
 
 
 

Emotional 
Competence 
Inventory (ECI) 
(Boyatzis and Sala, 
2004) 

MSCEIT V2.0 is a commercial test consisting of 141 items 
designed to measure four dimensions: (1) perceiving 
emotions, (2) using emotions to facilitate thought, 
(3) understanding emotions, and (4) managing emotions. 
For example, in the “faces” task, participants view  
a series of faces and indicate the degree to which a 
specific emotion is present. Each dimension is mea- sured 
with two tasks; therefore, there are eight distinct tasks. 
Response options vary (e.g., five-point rating scales, 
multiple-choice response formats). 

WLEIS is a self-report questionnaire that contains 16 
items measuring four facets: (1) self-emotion appraisal 
(e.g., “I have a good sense of why I have certain feelings 
most of the time.”), (2) others’ emotion appraisal (e.g.,  
“I always know my friends’ emotions from their behav- 
ior.”), (3) use of emotion (e.g., “I always set goals for 
myself and then try my best to achieve them.”), and 
(4) regulation of emotion (e.g., “I am able to control my 
temper and handle difficulties rationally.”). Response 
options follow a seven-point Likert-type scale ranging 
from “strongly agree” to “strongly disagree.” 

 
EQ-I is a commercial, self-report questionnaire consisting 
of 133 items designed to measure five composite scales: 
(1) intrapersonal (e.g., assertiveness, independence), 
(2) interpersonal (e.g., empathy, social responsibility), 
(3) stress management (stress tolerance and impulse 
control), (4) adaptability (e.g., flexibility, problem- 
solving), and (5) general mood (optimism and  
happiness). The items consist of short sentences. Five- 
point response scale range from (1) “very seldom or not 
true of me” to (5) “very often true of me or true of me.” 
The EQ-I takes approximately 40 minutes to complete. 
This test is proprietary, and example items are not 
available. 

ECI-2 is a commercial, 360-degree questionnaire that 
contains 72 items assessing four clusters, each of which 
comprises multiple competencies. The clusters and 
examples of competencies include: (1) self-awareness 
(e.g., self-confidence, accurate self-assessment), (2) self- 
management (e.g., adaptability, optimism), (3) social 
awareness (e.g., empathy, organizational awareness), 
and (4) relationship management or social skills (e.g., 
developing others, conflict management). The measure 
can be administered to an individual’s boss, peers, and 
subordinates at work as well as spouses, friends, and 
clients. This test is proprietary, and example items are 
not available. 
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Expertise 

Definition 

ADRP 6-22 defines expertise as “the special knowledge and skill devel- 
oped from experience, training, and education,” and identifies four 
types of domain knowledge: tactical, technical, joint, and cultural and 
geopolitical.19 In research, expertise is typically defined in terms of job 
knowledge and skills. Individuals with higher levels of expertise have 
greater declarative knowledge (factual knowledge) and procedural knowl- 
edge (how to perform tasks) (Anderson, 1983; Dye, Reck, and McDaniel, 
1993). Tacit knowledge is a type of procedural knowledge; it refers to 
knowledge that is implicit or not readily articulated. Tacit knowledge 
is reflected in stronger perceptual skills, more complex mental models, 
the ability to quickly recognize and interpret associations or patterns in 
sets of information, and having larger repertoires of strategies to com- 
plete tasks in a particular domain (see Phillips, Klein, and Sieck, 2004, 
for a review). Sternberg and his colleagues (e.g., Sternberg and Wagner, 
1993; Wagner and Sternberg, 1985), refer to tacit knowledge as an indi- 
cator of practical intelligence, which is related to, but distinct from GMA. 

 
Association with Performance 

We have found little research examining the association of leader exper- 
tise (being an expert in leadership) and leader performance. One excep- 
tion is Hedlund et al. (2003), who studied tacit knowledge among 
Army leaders at platoon, company, and battalion levels. Hedlund et al. 
(2003) developed an instrument, Tacit Knowledge for Military Lead- 
ers (TKML), and studied the association of performance on the test with 
GMA and job performance ratings (see also Antonakis et al., 2002). 
Results were mixed in that the association of TKML scores and job 
performance depended on the nature of the relationship between the 
target individuals and raters (i.e., subordinates, peers, or superiors). 

 
19 Tactical knowledge pertains to the use of military means to accomplish a designated objec- 
tive; technical knowledge refers to specialized information about a function or system; joint 
knowledge reflects an understanding of joint organizations and their roles and procedures in 
national defense, and cultural and geopolitical knowledge is an awareness of cultural, geographic, 
and political differences and sensitivities (Headquarters, Department of the Army, 2012b, p. 5-3). 
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For example, for platoon leaders, TKML scores were positively associ- 
ated with supervisor ratings but not with peer ratings; for company com- 
manders, TKML scores were associated with peer ratings but not with 
supervisor or subordinate ratings. Also, experience (months in current 
position) was not correlated with TKML scores at any level, which Hed- 
lund et al. (2003) attribute to methodological limitations of the study 
rather than to a lack of a true association of experience and tacit 
knowledge. 

Some studies have examined the association of domain-specific 
knowledge and experience with adaptive performance among leaders. 
In a study of firefighters and near-miss incidents, Baran and Scott (2010) 
showed that previous knowledge and experience influenced the ability 
of leaders to adapt and succeed in dangerous contexts. More broadly, 
Pulakos et al. (2002) found that past experience in situations requiring 
individuals to be adaptive was associated with subsequent ratings of 
adaptive performance. Mueller-Hanson et al. (2005) hypothesize that 
repeated experience in the same situation may not foster performance 
in novel situations (and, in fact, may hurt performance, e.g., Dane, 2010; 
Sternberg and Frensch, 1992); instead, they argue that experience in 
a variety of situations requiring change is beneficial to adaptive perfor- 
mance. We address ostensible trade-offs between expertise and adaptive 
performance in the final chapter of this report. 

In terms of job performance more generally, there is a consider- 
able body of work on the association of domain expertise and experi- 
ence with performance in diverse contexts; a review of this literature 
exceeds the scope of this report (for a comprehensive resource, see Eric- 
sson et al., 2006). However, several meta-analyses have examined exper- 
tise and job performance. Schmidt and Hunter (1998) showed that job 
knowledge is moderately to strongly associated with job performance 
across a range of jobs, whereas job experience has small to moderate asso- 
ciations with performance across jobs (see also Hunter and Hunter, 
1984; McDaniel, Schmidt, and Hunter, 1988; Quiñones, Ford, and 
Teachout, 1995).20 More specifically, studies of informal procedural 

 
20 There are a number of factors, including level of experience, job complexity, and oppor- 
tunities to perform key tasks, that moderate the association of experience and performance. 
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knowledge show that scores on tests of tacit knowledge predict perfor- 
mance across a range of occupations, such as business managers, college 
professors, and salespeople (see Sternberg, 1999, for a review). 

 
Malleability 

Expertise develops through formal training, education, and job experi- 
ence. Becoming an expert takes substantial time and deliberate practice 
(e.g., Horn and Masunaga, 2006; Ericsson, 2006). Ericsson’s research 
(e.g., Ericsson, Krampe, and Tesch-Romer, 1993; Ericsson, 2006) indi- 
cates that becoming an expert takes approximately 10,000 hours or 
10 years of deliberate practice. Deliberate practice is focused and pro- 
grammatic; it entails repetition of the task over extended periods of 
time; setting specific, difficult goals; seeking immediate and objective 
feedback; and using the feedback to correct errors and set more chal- 
lenging goals (e.g., Ericsson, 2006; Horn and Masanuga, 2006; see also 
Phillips, Klein, and Sieck, 2004). 

Tacit knowledge typically develops outside of formal training. For 
example, leaders may learn about strategies for managing others through 
formal training, but they learn about the effectiveness of those strategies 
through experience and vicarious learning (e.g., Antonakis et al., 2002; 
Hedlund et al., 2003; Sternberg, 1999; Wagner and Sternberg, 1985). 
Being able to reflect on those experiences is also important (Phillips, 
Klein, and Sieck, 2004; Zaccaro et al., 2009). As noted earlier, Zaccaro 
et al. (2009) found that the association between challenging work 
assignments and tacit military leader knowledge was stronger for lead- 
ers with higher metacognitive skills (as well as higher levels of cognitive 
complexity). In addition, leaders play an important role in acquisition 

 
 
 

The association of job experience and performance is stronger at lower levels (two to three 
years of experience) than at higher levels and has a nonlinear association, similar to other 
learning curves (e.g., McDaniel, Schmidt, and Hunter, 1988; Schmidt and Hunter, 1992). 
Sturman (2003) found that job experience was increasingly predictive of performance for 
jobs high in complexity, whereas the association of experience and performance was rela- 
tively constant for jobs low in complexity. Quiñones, Ford, and Teachout (1995) found that 
having more opportunities to perform relevant tasks was more strongly associated with per- 
formance than was job tenure or experience in similar types of jobs. 
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of others’ tacit knowledge by serving as role models and coaching sub- 
ordinates on the job (see Antonakis et al., 2002, for a review). 

Clearly, motivation to learn and improve one’s performance is an 
important factor in becoming an expert (Ericsson, 2006; Phillips, 
Klein, and Sieck, 2004). Aside from motivation, however, the other 
factors associated with developing expertise pose challenges in the realm 
of leadership. Many of Ericsson and colleagues’ studies of expertise have 
been conducted with master chess players, athletes, and musicians. 
These are professions or activities in high-validity or predictable envi- 
ronments (Kahneman and Klein, 2009) that are conducive to repetition 
and allow for feedback that is relatively objective (Shanteau, 1992). In 
contrast, many leadership tasks are abstract and occur in environ- 
ments that are unstructured, change rapidly, and lack objective feed- 
back about outcomes. To facilitate learning about decisionmaking in 
ambiguous situations, Phillips, Klein, and Sieck (2004) propose using 
scenario-based training to give opportunities for practice, coupled with 
several feedback strategies: providing cognitive feedback (e.g., feedback 
about the associations of variables in the environment) and process 
feedback (information about the learner’s approach to making deci- 
sions); having learners conduct observations and interviews to learn how 
SMEs make decisions; and combining practice with coaching. 

 
Measurement Tools 

Job knowledge typically is measured with written tests that are custom- 
ized to a particular job or occupation. Tests can be multiple-choice or 
open-ended, as described in Chapter One of this report. For some jobs, 
commercial or open-source tests of job knowledge may already exist or 
new measures must be developed based on a job analysis. 

Tacit knowledge has been assessed primarily with situational 
judgment tests (SJTs) (e.g., Antonakis et al., 2002; Hedlund et al., 
2003; Wagner, 1987; Wagner and Sternberg, 1985). SJTs present real- 
istic, hypothetical situations followed by multiple-choice questions in 
which the test-taker is asked how he or she might respond to the situa- 
tion. SJTs are particularly appropriate for assessment of performance in 
situations that have more than one correct response. In contrast to 
multiple-choice tests of declarative or procedural knowledge that have 
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clear-cut correct or incorrect responses, SJTs are much more labor- 
intensive to develop. The TKML (Antonakis et al., 2002; Hedlund et al., 
2003), referenced earlier, is an SJT specific to assessing tacit knowledge 
among military leaders. 

Work samples or hands-on performance tests are approaches to 
measuring some types of job skills as well as knowledge. Work samples 
are simulations of specific activities that approximate performance of an 
actual work situation (Lievens and De Soete, 2012). For example, asking 
test takers to write and deliver a briefing can provide measures of con- 
tent knowledge and written and oral communication skills. Work sam- 
ples can be especially useful for assessing attributes that are not easily 
captured in written tests. Work samples also have high face validity (test- 
takers view the tests as relevant to the job), so test takers tend to view 
these tests as job-related and fair (Callinan and Robertson, 2000). 
However, work samples have some disadvantages; they can be labor 
intensive to design, may need to be administered on an individual basis, 
may require use of specialized equipment, and may require SMEs to 
rate test performance. In addition, for some skills or tasks (e.g., using 
complex equipment or systems), individuals must have some degree of 
knowledge or experience before work samples can be used. 

Interviews are also used to assess job knowledge. A meta-analysis 
has shown that interviews assessing specific job knowledge and skills 
have moderate validity in predicting job performance (Huffcutt et al., 
2001). However, like many work samples, interviews are costly to con- 
duct. In addition, interviews that lack structure and standardization— 
as often conducted in organizations—dramatically reduce validity 
(Huffcutt and Arthur, 1994). The validity of interviews for assessing job 
knowledge or other competencies can be improved by conducting struc- 
tured interviews, in which questions are based on job analysis, and 
interviewers are trained, ask the same questions in each interview, and 
evaluate responses using rating scales with clearly defined anchors. 

 

Intellect: Summary of Findings 

Table 2.7 summarizes the findings regarding malleability and measure- 
ment of constructs associated with intellect. 
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Table 2.7 
Summary of Research on Malleability and Common Measures: Intellect 

Construct Malleability Common Measures 
 

GMA Evidence suggests that 
crystallized intelligence 
develops, in part, through 
training and education, 
but development is 
gradual. Development of 
fluid intelligence is largely 
normative in nature; it peaks 
in young adulthood (mid- 
20s) and declines gradually 
and monotonically through 
the remainder of life (with 
the possible exception of 
working memory,  which 
does not decline or can 
be enhanced). Therefore, 
fluid intelligence is unlikely 
to change substantially 
through training. 

CT There is strong evidence for 
positive effects of training on 
critical thinking skills, 
particularly when domain- 
specific; less (although 
positive) evidence for effects 
of training on dispositional 
aspects of critical thinking. 

 
Metacognition There is little research 

regarding the trainability of 
metacognitive skills outside 
of academic contexts. 

 

Standardized tests such as the 
ASVAB, SAT, ACT, GRE; Wechsler 
Adult Intelligence Scale-IV 
(Wechsler, Coalson, and Raiford, 
2008); Raven’s Standard Progressive 
Matrices (Raven, Raven, and Court, 
1998); Nelson-Denny Reading Test 
(Brown, Fishco, and Hanna, 1993); 
Miller Analogies Test (Pearson 
Assessment, 2016) 

 
 
 
 
 
 
 
 

Standardized, multiple-choice 
commercial tests of domain- 
general critical thinking skills Self-
report scales of dispositional 
aspects of CT, such as the AOT 
Scale (Stanovich and West, 1998) 
and the Need for Cognition Scale 
(Cacioppo, Petty, Feinstein, and 
Jarvis, 1996) 

The Metacognitive Awareness 
Inventory (Schraw and Dennison, 
1994) 

Creative 
problem- 
solving 

There is strong evidence for 
positive effects of creativity 
training across diverse 
populations. Dispositional 
factors (openness to 
experience) increase in 
young adulthood, but the 
cause of these changes is not 
well understood. 

Approaches to measuring 
creative problem-solving skills 
include creativity tests in which 
constructed response scenarios 
are rated by judges, self-report 
surveys of behaviors or biographic 
information. Self-report scales of 
the Big Five measure openness to 
experience (a dispositional factor 
associated with creative problem- 
solving). 
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Table 2.7—Continued 

Construct Malleability Common Measures 

EI Numerous training programs 
have been implemented to 
develop EI, but there is a  
lack of robust research on 
the effectiveness of these 
interventions. 

 
 
 
 

Expertise Expertise develops through 
job experience, training, 
and education. Deliberate 
practice is a critical factor 
contributing to becoming 
an expert in a particular 
domain. 

The WLEIS (Wong and  Law, 
2002) is a self-report measure. 
Other commonly used measures 
are commercial instruments and 
include the MSCEIT (Mayer et al., 
2003), which is an objective test, 
and proprietary questionnaires: 
the EQ-I (Bar-On, 2006), which is 
self-report questionnaire, and the 
ECI (Boyatzis and Sala, 2004), which 
is a 360-degree questionnaire. 

Knowledge is measured with 
customized written tests, work 
samples, SJTs, and interviews. 

 
 



 

 



 

 
CHAPTER THREE 

Presence Attributes 

 
 
 
 
 

In the ALRM, presence refers to how others perceive leaders in terms of 
outward appearance and behavior (Headquarters, Department of the 
Army, 2012b). According the ALRM, a leader’s presence can inspire fol- 
lowers to do their best. We review four constructs related to presence: 
physical fitness, generalized self-efficacy, extraversion, and resilience. The 
chapter is organized according to each construct. Again, we define each 
and discuss the construct according to findings related directly to leader- 
ship and general job performance or related outcomes. We then review 
findings related to the malleability of the construct, and, finally, we pres- 
ent specific measures. We summarize the findings in Table 3.3. 

 

Physical Fitness 

Definition 

Although there is no universally agreed upon definition of physical fit- 
ness and its components, experts generally agree that physical fitness 
is “a set of attributes that relate to the ability of people to perform 
physical activity” (McArdle, Katch, and Katch, 1991, as cited in Knapik 
et al., 2006, p. 615). Perhaps the most parsimonious conceptualization 
of physical fitness is Hogan’s (1991) definition, which consists of mus- 
cular strength, cardiovascular endurance, and movement quality. A 
more comprehensive taxonomy followed by the National Strength and 
Conditioning Association for military physical readiness categorizes 
components as health-related (muscular strength, muscular endurance, 
aerobic fitness, flexibility, body composition) or skill-related (agility, 
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balance, coordination, power, reaction time, and speed) (Nindl et al., 
2015). 

Some researchers also have investigated a dispositional aspect of 
physical fitness, which reflects the degree to which individuals enjoy 
engaging in physical activity and are motivated to do so (Drasgow et al., 
2012; Legree, Kilcullen, Putka, and Wasko, 2014). 

 
Association with Performance 

A number of studies have consistently found a relationship between 
physical fitness and leadership performance in the military academies. 
Rice et al. (1984) found a significant positive relationship between a U.S. 
Military Academy cadet’s physical aptitude test1 and leadership ratings 
during summer training. Atwater and Yammarino (1993) reported that 
leaders’ athletic participation was the best predictor of follower ratings 
of transformational leadership at the U.S. Naval Academy. Atwater et al. 
(1999) followed 236 male cadets over four years and found that physical 
fitness significantly predicted both leadership emergence and leadership 
effectiveness.2,3 These authors posit that physical fitness in this context 
is most likely acting as a proxy measure for other attributes important 
to leadership. In support of this idea, physical fitness was positively asso- 
ciated with self-esteem, hardiness, and conscientiousness (see also Hogan, 
1989). Atwater and colleagues concluded that physical fitness is repre- 
sentative of mental strengths, as well as physical strengths, integral to 
leadership effectiveness and emergence. Related to this perspective, 
Brown (1991; 1988) suggests that physical fitness acts as a buffer to 
stressors, reducing adverse effects of stress over time and increasing the 
rate of recovery from stressors (cf. Robson, 2013). 

 
 
 

1 The physical aptitude test was administered to Academy applicants while still in high 
school (including tasks such as broad jump, basketball throw, and pull-ups). 

2 Physical fitness was measured through three fitness tests: pull-ups, sit-ups, and 1.5 mile 
run. Leadership emergence was measured by the rank obtained and leadership effectiveness 
was based on peer rankings collected in the fourth year. 

3 Prior influence experiences (i.e., life history data) also predicted leadership emergence and 
effectiveness. 



Presence Attributes 47 
 

 

 

Studies of military personnel have also examined dispositional aspects 
of physical fitness. In a meta-analysis (three studies comprising 5,995 indi- 
viduals), Drasgow et al. (2012) found a small correlation between a 
dispositional measure of physical fitness and leadership effectiveness. 
More recently, Legree, Kilcullen, Putka, and Wasko (2014) examined 
a large set of variables, including Big Five facets and other characteris- 
tics related to temperament, as predictors of four measures of leader 
performance and potential among cadets. They found that disposi- 
tional measures of physical fitness predicted all four leadership criteria. 
In fact, the dispositional aspects of physical conditioning were the most 
important predictors across the four criteria. 

Examining performance more generally, Nye et al. (2012) revealed 
a similar association of dispositional measures of physical fitness and 
performance ratings for enlisted personnel. Physical conditioning also 
is positively related to contextual performance (behaviors and activi- 
ties such as helping and teamwork) and adaptability and negatively 
related to turnover and training failure (Drasgow et al., 2012; Nye et al., 
2012). 

 
Malleability 

Meta-analysis and research reviews show that aspects of physical fit- 
ness, such as muscular strength, power, aerobic fitness, speed, body 
composition, balance, and coordination, are quite malleable (Court- 
right et al., 2013; Kraemer, Ratamess, and French, 2002; North 
Atlantic Treaty Organization Research and Technology Organ- 
ization, 2009; Sharp, 1993). As these studies make clear, improvement 
depends on individuals’ initial levels of fitness and characteristics of 
training programs, such as types of exercises or activities and dura- 
tion of training. We note, however, that the term “training” when 
applied to physical fitness typically does not refer to formal training 
and education; instead, it corresponds more closely to “practice.” 

 
Measurement Tools 

Given its many components, multiple performance tests would be 
required to measure the full spectrum of physical fitness. There are 
numerous tests to assess components of physical fitness (e.g., Knapik, 
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et al., 2006; Nindl et al., 2015). Nindl et al. (2015) provide a list of field- 
expedient options (e.g., pull-up for muscular strength; standing broad 
jump for power, 40-yard sprint for speed; squat-thrusts for muscular 
endurance and coordination). 

For decades, the Army has evaluated fitness using the Army Physi- 
cal Fitness Test (APFT), which assesses muscular endurance and aerobic 
fitness. As described in Army FM 7-22, the AFPT consists of three tests: 
push-ups, sit-ups, and a two-mile run (Headquarters, Department of the 
Army, 2012a). All soldiers are required to take the APFT regularly, and 
scoring is age and gender-specific. In fiscal year 2017, the Army expects 
to implement a new set of physical fitness tests to evaluate recruits: the 
Occupational Physical Assessment Test (OPAT) (Vergun, 2017). The 
OPAT is gender-neutral and military occupational specialty–specific. It 
consists of the standing long jump, a seated power throw, a strength 
deadlift, and an interval aerobic measuring upper- and lower-body power, 
lower-body strength, and aerobic capacity. 

The TAPAS, a personality assessment described previously in this 
report, includes a dispositional aspect of physical fitness called physical 
conditioning. Individuals with high scores on physical conditioning 
are likely to exercise and engage in physical activities. Examples of 
physical conditioning items on the TAPAS are “I like to exercise” and 
“I don’t consider myself to be an athletic person” (reverse scored). Stud- 
ies indicate that the association between the TAPAS’ physical condi- 
tioning and APFT is moderate (Nye et al., 2012). 

 

Generalized Self-Efficacy 

Definition 

Self-efficacy is the belief that one can execute a course of action in a 
particular situation (Bandura, 1982). Generalized self-efficacy (GSE) 
reflects an individual’s perception of and belief in his or her ability to 
be successful across a variety of situations (e.g., Bandura, Adams, Hardy, 
and Howell, 1980). 
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Association with Performance 

Foti and Hauenstein (2007) studied the association of GSE and other 
competencies with leadership outcomes among college freshmen of 
the Corps of Cadets, a militarily-structured organization at a university 
in the southeastern United States. The study showed that cadets with 
high scores on a set of individual characteristics consisting of GSE, 
measures of general cognitive ability, dominance, and self-monitoring, 
were more likely to emerge as leaders, to be promoted to other leader- 
ship positions, and to be rated as effective by their superiors than were 
cadets who had low or mixed ratings on the set of characteristics. 

Judge and Bono (2001) conducted a meta-analysis of the associa- 
tion of GSE (as well as other core self-evaluation traits: self-esteem, locus 
of control, and emotional stability) with job performance more gener- 
ally. The meta-analysis showed a small to moderate correlation of GSE 
and job performance across studies. This result is comparable to find- 
ings regarding the association of conscientiousness and job performance 
reported by Barrick and Mount (1991), which are discussed in Chap- 
ter Four of this report. 

 
Malleability 

Empirical studies have provided a convincing body of evidence that 
self-efficacy in relation to a specific task (i.e., specific self-efficacy) can 
be enhanced through training (e.g., Colquitt, LePine, and Noe, 2000; 
Schmidt and Ford, 2003). However, building self-efficacy within a spe- 
cific domain may not necessarily extend across domains to all other 
areas; i.e., high specific self-efficacy does not necessarily mean high GSE 
(Sherer et al., 1982). 

Researchers have viewed GSE as a stable, personality-like variable 
(Bandura, 1977; Chen et al., 2000; Harrison, Chadwick, and Scales, 
1996). However, in contrast to a static personality trait that is not sus- 
ceptible to change, scholars view GSE as dynamic (Bandura, 1999; 
cited in Mencl et al., 2012). Successful experiences within specific 
domains will eventually enhance individuals’ self-efficacy more gen- 
erally (Chen, Gully, and Eden, 2001). Bandura and colleagues 
showed that as people became more efficacious at specific tasks, their 
efficacy beliefs generalized more broadly to behaviors and tasks unre- 



50  Malleability and Measurement of Army Leader Attributes 
 

 

 

lated to their domain of expertise (e.g., Bandura, Adams, Hardy, and 
Howells, 1980). Thus, as several empirical studies now have shown, 
GSE is somewhat malleable (see also Eden and Aviram, 1993; Mencl 
et al., 2012; Schwoerer et al., 2005). These findings suggest that 
increases in GSE are unlikely to occur in response to a single training 
intervention but would accrue incrementally as a result of repeated suc- 
cessful performance on a diverse range of tasks. 

 
Measurement Tools 

Self-efficacy is measured with self-report scales (see Table 3.1). The 
New Generalized Self-Efficacy Scale (NGSE) (Chen, Gully, and Eden, 
2001) is commonly used in research. Chen, Gully, and Eden (2001) 
developed this scale to address apparent psychometric issues with the 
Sherer et al. (1982) General Self-Efficacy (GSE) scale, which was the 
predominant measure at the time. Other commonly-used scales include 
the GSE subscale of the Self-Efficacy Scale (Sherer et al., 1982), and the 
General Perceived Self-Efficacy Scale (GPSE) (Schwarzer and Jerusa- 
lem, 1995), although there is evidence that the NGSE scale has stron- 
ger psychometric properties and is more efficient to administer (i.e., it 
uses fewer items) (Scherbaum, Cohen-Charash, and Kern, 2006). 

 

Extraversion 

Definition 

Extraversion is one of the Big Five factors. Extraversion reflects tenden- 
cies to be sociable, dominant, active, and attention seeking. Numerous 
scholars have identified two major components of extraversion, one 
reflecting social dominance (also called potency or agency) and the other 
reflecting sociability or affiliation (e.g., see Judge et al., 2002; Roberts, 
Walton, and Viechtbauer, 2006). Lower-order facets of social dominance— 
which include dominance, independence, and self-confidence—are 
related to the concept of confidence in the ALRM. 

 
Association with Performance 

Numerous studies have examined the association of extraversion with 
leadership. Meta-analysis demonstrated that extraversion consistently 
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Table 3.1 
Examples of Measures of Generalized Self-Efficacy 

Measure Description Example items 

NGSE (Chen, Gully, and 
Eden, 2001) 

 
 
 
 

GSE subscale of the 
Self-Efficacy scale 
(Sherer et al., 1982) 

 
 
 
 

 
GPSE (Schwarzer and 
Jerusalem, 1995) 

Eight items rated on 
five-point scales ranging 
from 1 = “strongly 
disagree” to 5 = “strongly 
agree” 

 

 
Seventeen items rated on 
14-point scales ranging 
from strongly disagree” 
to “strongly agree” 

 
 
 
 

Ten items rated on 
four-point scales ranging 
from 1 = “hardly true” to 
4 = “exactly true” 

• “I will be able to 
achieve most of the 
goals I have set for 
myself” 

• “Even when things are 
tough, I can perform 
quite well” 

• “When I make plans, 
I am certain I can make 
them work” 

• “If I can’t do a job the 
first time, I keep trying 
until I can” 

• “I avoid facing 
difficulties” (reverse 
scored) 

• “Thanks to my 
resourcefulness, I can 
handle unforeseen 
situations” 

• “No matter what comes 
my way, I am usually 
able to handle it” 

 
 

 
 
 

predicts leader outcomes (Judge et al., 2002). Judge and his colleagues 
found that among the Big Five factors, extraversion was the most con- 
sistent predictor of leadership across study settings (business, govern- 
ment or military, and student settings) and criteria, (i.e., leader emer- 
gence and leader effectiveness). Both the dominance and sociability 
facets were related to leadership. More recently, Do and Minbashian 
(2014) found that the social dominance component of extraversion was 
associated with both transformational leadership and leader effective- 
ness, whereas the affiliative component was not (and was negatively 
related to leader effectiveness). Do and Minbashian speculate that their 
results differ from other findings (e.g., Judge et al., 2002) because 
their analysis of each component of extraversion controls for the other 
component; this type of analysis was not possible in the Judge et al. 
(2002) study. 
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Other meta-analyses show that extraversion predicts job perfor- 
mance in occupations requiring social interaction (Barrick and Mount, 
1991; Judge and Zapata, 2015) as well as in jobs involving higher com- 
petitive pressures and dealing with unpleasant or angry people (Judge 
and Zapata, 2015). 

 
Malleability 

In the meta-analysis of longitudinal changes in the Big Five discussed 
earlier, Roberts, Walton, and Viechtbauer (2006) found that the affiliative 
aspects of extraversion increased only in the 18 to 22 age group. Social 
dominance facets—which are associated with confidence—increased 
significantly in adolescence and in the college (ages 18 to 22) and young 
adulthood (ages 22 to 30 and 30 to 40) age groups. Individuals over 40 
showed no change in social dominance. Roberts, Walton, and Viecht- 
bauer (2006) posit that environmental factors, i.e., “universal tasks 
of social living” (p. 19), partly explain these increases, citing other 
research showing increases in self-confidence and dominance as indi- 
viduals assume new social roles and experience occupational success 
(Clausen and Gilens, 1990; Roberts, 1997; Roberts, Caspi, and Moffitt, 
2003; cf. Roberts, Walton, and Viechtbauer, 2006). That is, expecta- 
tions that individuals encounter as they assume these new roles, coupled 
with consequences (rewards and punishments) that ensue from meet- 
ing or failing to meet these expectations, facilitate changes in social 
dominance. 

Pursuing a military career corresponds to these changes in role 
demands. Thus, we might expect that career experiences and role demands 
in the Army foster development of the social dominance aspects of extra- 
version. This question could be examined in future research by investi- 
gating whether assigning personnel to roles with increased responsibility 
results in greater social dominance. Although training and education are 
part of these experiences, we would not expect the content of training 
and education efforts to have a direct effect on changes in extraversion. 

 
Measurement Tools 

Self-report instruments assessing the Big Five factors, as described ear- 
lier, provide measures of extraversion. 
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Resilience 

Definition 

The ALRM defines resilience as “the psychological and physical capac- 
ity to bounce back from life’s stressors repeatedly to thrive in an era of 
high operational tempo” (Headquarters, Department of the Army, 
2012b, p. 4-1). Matthews (2014) also suggests that resilience is, in part, 
the ability for an individual to turn trauma or adversity into positive 
growth. That is, when one learns from an adverse experience, the effect 
of subsequent trauma is diminished, and the individual’s capacity to 
perform optimally increases. Bonanno (2004) reports that resilience is 
a commonly held trait with distinct pathways that individuals take in 
response to loss or trauma. Bonanno (2004) posits four pathways to 
resilience: hardiness, self-enhancement, repressive coping, and positive 
emotion and laughter. Hardiness is one of the more prominently stud- 
ied pathways (Bartone et al., 2009; Maddi et al., 2010). According to 
Kobasa (1979), hardy people believe they have control over events in 
their lives, have a strong sense of commitment to life’s activities, and 
view change as an exciting challenge in life. Notably, hardy people per- 
ceive stressful or painful experiences as a normal, interesting, and worth- 
while part of life (Bartone, 2006). 

Scholars have proposed other psychological constructs associated 
with resilience. Dispositional optimism is a trait that influences individ- 
uals’ outcome expectations (i.e., whether they expect to be successful in 
the face of difficulties) and resulting behavior (i.e., whether the indi- 
viduals respond by increasing or reducing their levels of effort) (Scheier 
and Carver, 1985). Grit (Duckworth et al., 2007) reflects passion for 
long-term goals and perseverance in the face of challenges. 

 
Association with Performance 

Hardiness has been associated with leader performance of military cadets 
in both field and academic settings (Bartone, Kelly, and Matthews, 2009). 
Bartone et al. (2013) found that the commitment and control facets of 
hardiness positively predicted leader performance grades at West Point, 
although effects were relatively modest. However, the control facet of 
hardiness strongly predicted adaptive performance as assessed by cadets’ 
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supervisors three years after graduation (when most graduates were first 
lieutenants). Bartone (2006) posits that hardiness is also important to 
leadership in that leaders influence the hardiness of their teams by serv- 
ing as a role model, exemplifying “hardy” behaviors and responses, and 
by influencing team sense-making of events, e.g., by facilitating a posi- 
tive construction of events and experiences and focusing on how the 
team can learn from its experiences. 

Regarding performance more generally, research has shown that 
hardiness predicts responses to stress in a wide range of circumstances 
and settings, such as competitive sports, firefighting, corporate upheav- 
als, military training and education, and other work and educational 
situations (see Maddi, 2007, for a review). 

Much of the research on dispositional optimism has been in the 
context of health care, examining the effect of optimism on responses 
to health crises or on other health behaviors and outcomes. However, 
research has also examined the effect of dispositional optimism on goal 
attainment in other contexts, which has implications for job perfor- 
mance. For example, Geers, Wellman, and Lassiter (2009) conducted 
a series of studies of goal attainment among undergraduates in a range of 
domains (e.g., exercise persistence, scholastic achievement). Geers and 
his colleagues found a positive association between dispositional optimism 
and goal attainment when students rated the goals as having high pri- 
ority. There also is evidence that optimism and other positive emotions 
enhance resilience or mediate the effect of resilience on responses to 
negative events (Fredrickson and Joiner, 2002; Fredrickson, Tugade, 
Waugh, and Larkin, 2003; Tugade, Fredrickson, and Barrett, 2004). 

Research on grit shows that it is predictive of a range of outcomes 
for adults, such as educational attainment, grade point average at an elite 
university, completion of a rigorous summer training program (West 
Point), and first-year retention and graduation from West Point (Duck- 
worth et al., 2007; Duckworth and Quinn, 2009; Kelly, Matthews, and 
Bartone, 2014; Maddi et al., 2012). 

 
Malleability 

There is some debate in the literature regarding the malleability of resil- 
ience. Hardiness was initially posited to be a dispositional trait that is 
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learned early in life and is relatively stable over time (e.g., Kobasa, 1979; 
Kobasa, Maddi, and Kahn, 1982). Later work by Maddi and his col- 
leagues, however, refer to hardiness as a set of attitudes and skills 
(e.g., Maddi, 2007). Dispositional optimism is also viewed as a person- 
ality trait that is influenced by heredity and childhood experiences and 
is relatively stable over time (see Carver, Scheier, and Segerstrom, 2010, 
for a review). 

In relation to resilience and other positive constructs, such as hope 
and optimism, Wright (2007) proposed a continuum of stability. This 
proposition builds on theory and empirical evidence that these con- 
structs may have some stability over time but are expected to be less 
stable than traits. Therefore, they are state-like and are subject to some 
change and development (e.g., Bandura, 1997; Carver and Scheier, 2005; 
Seligman, 1998; Snyder, 2000). 

Both theory and empirical research support the notion that 
resilience can be developed through training. For example, Luthans, 
Avey, and Patera (2008) found that a relatively brief intervention (two, 
45-minute online sessions conducted one week apart) produced improved 
psychological capital (a measure consisting of resilience, hope, optimism, 
and efficacy) compared to a control group. More recently, Johnson et al. 
(2014) showed that mechanisms related to stress recovery could be 
modified in healthy individuals prior to exposure to stress. They exam- 
ined the effects of eight weeks of Mindfulness-Based Mind Fitness 
Training (MMFT) on resilience mechanisms in active-duty Marines 
preparing for deployment. MMFT emphasized internal awareness, 
attentional control, and sustained focus on present-moment experi- 
ences. The rates of stress recovery of participating Marines were mea- 
sured by a variety of physiological indicators, which consistently 
revealed that those who received MMFT recovered from stress faster. 
After conducting a thorough overview of a medical database for the 
effects of various meditation techniques on resilience, Rees (2011) also 
found positive effects of meditation in general, and mindfulness in 
particular, on soldier resilience. 

The Resilience Training Program (formerly, Battlemind Training), 
part of the Army’s Comprehensive Soldier Fitness program, was also 
effective in reducing post-deployment adjustment problems among 
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military personnel. In a randomized trial, Adler, Castro, and McGurk 
(2009) found that participants in Battlemind training or Battlemind 
debriefing reported fewer mental health symptoms at four-month 
follow-up (but only for those who had higher levels of combat exposure) 
compared to participants in a general stress education condition. In a 
similar vein, Griffith and West (2013) showed that, as a result of Master 
Resilience Training offered to Army National Guard, soldiers reported 
greater self-awareness and strength of character, including improved 
optimism, mental agility, and connection with others. There is some evi- 
dence, however, that training resilience during deployment may be less 
effective. In an evaluation of a 12-week resilience training program for 
soldiers deployed to Afghanistan, both resilient thinking and morale 
were observed to decline from the beginning to the end of training (Carr 
et al., 2013). 

 
Measurement Tools 

There are a large number of self-report scales measuring resilience or 
related constructs. Table 3.2 presents a sample of instruments used in 
numerous empirical studies. 

The first two measures in Table 3.2, the PVS and DRS, are com- 
mercial measures of hardiness. Both scales have been used in studies 
of military personnel (e.g., Maddi et al., 2010; Bartone et al., 2008; 
Bartone et al., 2009; Bartone, Kelly, and Matthews, 2013; Kelly, Mat- 
thews, and Bartone, 2014). The Grit Scale has been used in a variety of 
domains, including military research (Kelly, Matthews, and Bartone, 
2014; Maddi et al., 2012). The LOT (Scheier and Carver, 1985; Scheier, 
Carver, and Bridges, 1994) and LOT-R (Carver, 2013), which measure 
dispositional optimism, are included here in light of research showing 
associations of dispositional optimism with responses to stress. 

 

Presence: Summary of Findings 

Table 3.3 summarizes findings regarding the malleability and measure- 
ment of constructs associated with presence. 
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Table 3.2 
Examples of Resilience Measures 

Measure Description Example items 
 

Personal Views 
Survey (PVS) III-R 
(Maddi et al., 2009) 

 
 
 
 

Dispositional 
Resilience Scale 
(DRS)-15; (Bartone, 
1995; 2007) 

 
 
 
 

The Grit Scale 
(Duckworth et al., 
2007; Duckworth 
and Quinn, 2009) 

 
 
 
 

Life Orientation 
Test (LOT); (Scheier 
and Carver, 1985; 
Scheier, Carver, and 
Bridges, 1994), and 
LOT-revised (LOT-R) 
(Carver, 2013) 

 

Commercial instrument 
consisting of 18 items 
measuring three aspects 
of hardiness: control, 
commitment, and challenge. 
Uses four-point rating scales 
regarding relevance to the 
respondent. 

Based on the PVS, the DRS-15 
is a commercial instrument 
consisting of 15 items 
addressing commitment, 
control, and challenge rated 
on four-point scales ranging 
from “not at all true” to 
“completely true.” 

12-item and  eight-item 
scales consist of two 
subscales: perseverance and 
consistency of interests. 
Items have five-point 
response options ranging 
from “Very much like me” to 
“Not like me at all.” 

The LOT measures 
dispositional optimism 
using eight items  plus 
four filler items, rated on 
five-point scales ranging 
from “strongly disagree” 
to “strongly agree.” LOT-R 
consists of six items plus four 
filler items with five-point 
response options ranging 
from “I agree a lot” to “I 
disagree a lot.” 

 

• “Changes in routine 
provoke me to learn” 

• “I am not equipped to 
handle the unexpected 
problems of life” (reverse 
scored) 

 

 
• “Most of my life gets 

spent doing things that 
are worthwhile” 

• “Planning ahead can 
help avoid most future 
problem” 

 

 
• “I finish whatever I begin” 

(perseverance) 
• “New ideas and  proj- 

ects sometimes distract 
me from previous ones” 
(consistency of interests; 
reverse scored) 

 
• “In uncertain times, I 

usually expect the best” 
• “I hardly ever expect 

things to go my way” 
(reverse scored) 
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Table 3.3 
Summary of Research on Malleability and Common Measures: Presence 

Construct Malleability Common Measures 

Physical fitness Highly malleable, particularly 
with appropriate physical 
training programs. 

APFT 

Generalized self- 
efficacy 

Considered a “dynamic” 
(rather than static) 
personality trait that is 
somewhat malleable and 
will increase over time and 
with successful experiences 
in different domains. This 
suggests that success in 
training could contribute to 
GSE indirectly. 

Self-report measures including 
the New Generalized Self- 
Efficacy scale (Chen, Gully, and 
Eden, 2001), the Generalized 
Self-Efficacy scale (Sherer et al., 
1982), and General Self-Efficacy 
subscale of the Self-Efficacy 
scale (Schwarzer and Jerusalem, 
1995) 

Extraversion Research evidence suggests 
that training will not have 
direct effects on extraversion. 
Studies of personality traits 
across the lifespan show 
increases in social dominance 
up to age 40. Changes are 
thought to occur in response 
to shifting role demands 
and expectations; therefore, 
work experiences may bring 
about changes in social 
dominance. 

Resilience Studies of resiliency training 
programs show that 
resilience can be developed 
or enhanced. 

Self-report measures as 
discussed in Chapter Two, e.g., 
TAPAS (Drasgow et al., 2012), 
IPIP (Goldberg, 1999), NEO PI-R 
(Costa and McCrae, 1992), and 
HPI (Hogan and Hogan, 1995) 

 
 
 
 
 

 
Self-report measures including 
the Personal Views Survey 
III-R (Maddi et al., 2009) and 
Dispositional Resilience Scale 
(Bartone, 1995, 2007) 
Measures of related constructs 
include the Grit Scale 
(Duckworth et al., 2007; 
Duckworth and Quinn, 2009) 
and the Life Orientation Test 
(Scheier and Carver, 1985; 
Scheier, Carver, and Bridges, 
1994) and LOT-Revised (Carver, 
2013) 

 
 



 

 
CHAPTER FOUR 

Character 

 
 
 
 
 

The ALRM conceives of character as the set of an individual’s morals 
and ethics; character helps leaders distinguish right from wrong and to 
make the right choices in difficult situations (Headquarters, Department 
of the Army, 2012b). 

Constructs from theoretical and empirical literature related to 
character include ethical decisionmaking, initiative, conscientious- 
ness, motivation to lead, and affective commitment. As in previous 
chapters, Chapter Four is organized according to the constructs. We 
present definitions, discuss the findings about association of the con- 
structs with leadership and general job performance or related out- 
comes, review findings related to the malleability of the construct, 
and present specific measurements. We summarize the findings in 
Table 4.3. 

 

Ethical Decisionmaking 

Definition 

A definition of ethical decisionmaking is somewhat elusive because 
scholars are often hesitant to define what is ethical or moral (Tenbrunsel 
and Smith-Crowe, 2008). Jones (1991) suggests, “an ethical decision is 
a decision that is both legally and morally acceptable to the larger com- 
munity” (p. 367). Similarly, Treviño, Weaver, and Reynolds (2006) state, 
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“behavioral ethics refers to individual behavior that is subject to or judged 
according to generally accepted moral norms of behavior” (p. 952).1 

Individual-level ethical decisionmaking can be divided into two 
primary streams of research. One assumes a rational and deliberate, 
step-by-step process, and the other incorporates a more affective approach. 
Perhaps the most cited rational model is that of Kohlberg (1969), who 
proposed a stage theory of cognitive moral development to explain 
how people think about interacting with their social environment.2 The 
affective approach suggests more automatic responses to ethical issues, 
which can involve an instantaneous judgment of right and wrong, with 
rationalization of the judgment occurring later (e.g., Haidt, 2001; Reyn- 
olds, 2006; Sonenshein, 2007). 

There is an enormous literature on ethical decisionmaking and 
related concepts such as moral thinking and behavior that spans a range 
of disciplines (e.g., psychology, philosophy, management, political 
science, history, theology), domains (e.g., business ethics, medical ethics, 
ethics in scientific research), and predictors (e.g., age, gender, work expe- 
rience, profession, organizational culture, rewards, nationality). A review 
of this work is beyond the scope of this report; therefore, we focus on 
review papers and seminal articles addressing leadership. Interestingly, 

 
1 Treviño, den Nieuwenboer, and Kish-Gephart (2014) describe three related perspectives of 
how to consider what is ethical: “unethical behavior that is contrary to accepted moral norms 
in society (e.g., lying, cheating, stealing); routine ethical behavior that meets the minimum 
moral standards of society (e.g., honesty, treating people with respect); and extraordinary 
ethical behavior that goes beyond society’s moral minima (e.g., charitable giving, whistleblow- 
ing)” (pp. 636–637). 

2 Another rational model that has been the subject of a great deal of subsequent research 
(Rest, 1986a; cited in O’Fallon and Butterfield, 2005) proposes that ethical decisionmaking 
occurs in four steps: (1) moral awareness (identifying that an issue entails ethical signifi- 
cance); (2) moral judgment (the process of deciding what is right or wrong); (3) forming 
an intention to act; and (4) taking action. Rest, Narvaez, Bebeau, and Thoma (1999) later 
proposed three schemas of moral reasoning that are ordered developmentally and proceed from 
least to most advanced. The schemas consist of: (1) personal interest, which is based on a 
preference for self-serving moral thinking without consideration to larger social systems; 
(2) maintaining norms, representative of a society-wide moral perspective, which empha- 
sizes rules, roles, and authorities; and (3) postconventional thinking, in which moral obliga- 
tions are based on shared ideals and community experiences, are reciprocal, and are open to 
discussion and examination. 
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we found only a small number of papers addressing moral reasoning 
and decisionmaking in military contexts (Atwater et al., 1998; 1999; 
Olsen, Eid, and Johnsen, 2006). 

 
Association with Performance 

Although there are meta-analyses or reviews on ethical climate (Martin 
and Cullen, 2006), whistleblowing (Mesmer-Magnus and Viswesvaran, 
2005), and the antecedents to ethical decisionmaking and related con- 
cepts such as moral awareness, judgment, and intentions (Kish-Gephart, 
Harrison, and Treviño, 2010; O’Fallon and Butterfield, 2005), we did 
not find any quantitative reviews for ethical decisionmaking and per- 
formance. Some primary studies have shown positive effects of ethical 
behavior in organizations, although findings are mixed. Much of the 
research has focused on moral judgment or reasoning, particularly on 
post-conventional thinking, the most advanced stage or type of moral 
reasoning (Kohlberg, 1969; Rest et al., 1999).3 Across sample types 
(civilian and cadets),4 post-conventional thinking is positively associ- 
ated with transformational leadership behaviors (Olsen, Eid, and John- 
sen, 2006; Turner et al., 2002), and ratings of performance by managers’ 
superiors (Sosik, Juzbasich, and Chun, 2011) but not with transactional 
leadership (Sosik, Juzbasich, and Chun, 2011).5 However, in a longitu- 
dinal study of Army cadets, moral reasoning was not associated with 
leader emergence or effectiveness (Atwater et al., 1999). In a study 
examining punishment (which is an aspect of transactional leadership), 

 
 

3 Rest et al. (1999) found evidence for three schemas of increasingly complex moral reason- 
ing: (1) personal interest, the most “primitive” schema, is based on the preference for self- 
serving moral thinking and no consideration is given to the larger social systems; (2) maintain- 
ing norms, representative of a society-wide moral perspective, is based on the importance of 
rules, roles, and authorities; and (3) postconventional thinking, the most advanced schema, 
suggests that moral obligations are based on shared ideals and community experiences, which 
are reciprocal and open to discussion and examination. 

4 Olsen, Eid, and Johnsen (2006) examined Norwegian naval officer cadets; Turner et al. 
(2002) and Sosik, Juzbasich, and Chun (2011) examined civilian managers; and Atwater and 
colleagues (1998; 1999) examined West Point cadets. 

5 See Brown and Treviño (2006) for a theoretical discussion about the association of ethical 
leadership and transformational leadership. 



62  Malleability and Measurement of Army Leader Attributes 
 

 

 

Atwater et al. (1998) found that moral reasoning was associated with 
the use of contingent punishment, but there was no difference between 
leaders with high and low moral reasoning in use of noncontingent 
punishment. Contingent punishment, in turn, was positively related to 
peer rankings of leadership effectiveness.6 

More recently, Brown, Treviño, and Harrison (2005) examined the 
association of ethical leadership, specifically, with other outcomes. They 
found that ethical leadership was positively related to affective trust in 
leaders and negatively related to abusive supervision, and it predicted 
outcomes including followers’ satisfaction with the leader, perceived 
leader effectiveness, dedication to their jobs, and willingness to report 
problems to management. 

 
Malleability 

Like other aspects of ethical behavior, there are many studies on the 
development of moral thinking and behavior (particularly in children) 
and on training these constructs in a wide range of domains (e.g., gen- 
eral education ranging from primary to postsecondary education, busi- 
ness, medicine, and research science) that exceed the scope of this 
report. Moreover, we have not found review papers or meta-analyses on 
this topic. Several papers have pointed to conflicting findings about the 
effectiveness of training to improve ethical thinking and behavior (e.g., 
Mumford et al., 2008; Seiler, Fischer, and Ooi, 2010). Some studies 
find positive effects; others find more limited or no effects, and some 
even find negative effects. Seiler and his colleagues attribute conflicting 
findings to differences in training duration and intensity, training con- 
tent (e.g., complex cognitive processing versus intuitive processing), and 
differences in how moral decisionmaking is measured. Thus, the litera- 
ture on the degree to which ethical thinking and behavior can be 
trained is inconclusive. 

 

 

6 Contingent punishment is punishment that is based on specific standards. Atwater et al. 
(1998) argue that contingency punishment is associated with leadership effectiveness in part 
because it is delivered in response to poor performance or unacceptable behavior with the 
intention of improving future performance, and because active styles of leadership are typi- 
cally seen as more effective than passive styles. 
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Seiler, Fischer, and Ooi (2010) present a model of moral decision- 
making that incorporates both rational and intuitive processes. Seiler 
and his colleagues discuss the implications of the model for military 
training interventions.7 For example, given that decisions are highly 
context-specific, training should focus not only on general principles 
of moral judgment but on situations of relevance to military decision- 
making. Other recommendations include the use of actual or realistic 
(rather than hypothetical) moral dilemmas; teaching problem-solving, 
critical thinking, and procedural strategies to encourage consideration 
of possible consequences of responses to moral dilemmas and to be aware 
of potential influences of cognitive biases on judgments; addressing 
how social influence can affect moral judgments; and use of practical 
exercises repeated over time and accompanied by feedback to develop 
patterns of moral thinking. Future work will need to examine the effec- 
tiveness of these recommendations for developing moral reasoning and 
behavior in military contexts. 

 
Measurement Tools 

Measures of moral thinking and behavior consist of interviews, SJTs, 
and surveys. Early measurement of moral reasoning relied on Kohlberg’s 
(1969) semistructured interview to understand how people solve ethical 
dilemmas. However, the Defining Issues Test (DIT) (Rest, 1986b; Rest 
et al., 1999), an SJT that can be administered online or via paper and 
pencil, is the most widely used measure (e.g., Kish-Gephart, Harrison, 
and Treviño, 2010; see also Thoma, 2002, and Thoma, Narvaez, 
Rest, and Derryberry, 1999). There are two primary versions: DIT and 
DIT-2, where the DIT-2 is a shorter instrument with updated items. 
A respondent is presented with a dilemma (e.g., a father contemplates 
stealing food for his starving family) and first answers yes or no as to 
what he or she should do (e.g., report the father). Then the respondent is 

 
7 This model comprises five aspects: (a) moral perception, (b) internal dual-process (i.e., the 
individual experiences the internal processes of reasoning and intuition), (c) moral judgment 
and decision, (d) post hoc reasoning (to further support his/her judgment), and (e) social 
interaction (the individual interacts with others during and after the problem-solving pro- 
cess, which influences his or her internal dual process to reach a more nuanced or different 
moral judgment and decision). 
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asked to rate 12 considerations for determining the right choice on a 
scale from one (least important) to five (most important). Each of these 
considerations reflects issues distinct to the stages of cognitive moral 
development. Then, respondents are asked to rank the four most impor- 
tant arguments that influenced their yes or no decision. 

More recently, Brown, Treviño, and Harrison (2005) developed a 
10-item survey specific to leadership at the supervisory level, the Ethi- 
cal Leadership Scale (ELS), which they validated in a series of studies. 
Examples of items include, “Listens to what employees have to say,” “Can 
be trusted,” and “Defines success not just by results but also the way 
that they are obtained.” 

Conscientiousness, which is one of the Big Five factors, includes a 
facet reflecting moral behavior. Conscientiousness is discussed in more 
detail later in this chapter. Measures of the Big Five factors were dis- 
cussed in Chapter Two. 

 

Initiative 

Definition 

Initiative is another aspect of Army values that has been addressed in 
research. Initiative is part of a broader construct called active performance, 
which includes concepts such as personal initiative, engagement, pro- 
activity, taking charge, adaptive performance, helping behavior, and 
voice (Frese, 2008). These concepts reflect several common character- 
istics, such as being action oriented or a self-starter, having a change 
orientation, and being future-focused (e.g., anticipating problems) 
(Tornau and Frese, 2013). As described earlier in this report, several of 
these concepts and characteristics, along with behaviors such as setting 
difficult goals and engaging in extended practice, are also important 
for developing expertise (see, e.g., Ericsson, 2006; Phillips, Klein, and 
Sieck, 2004). However, as Tornau and Frese (2013) make clear in a 
recent review, theory and research methods often confound two related 
clusters of proactivity: one that reflects dispositional traits (proactive 
personality and personal initiative/personality) and the other, which 
reflects behaviors observable to others (taking charge, voice, and personal 
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initiative/behavior). This distinction is important because it influences 
measurement and conclusions. 

 
Association with Performance 

We found limited research examining personal initiative and leadership. 
One exception is Crant and Bateman (2000), who found that proactive 
personality was positively associated with charismatic leadership. 

Tornau and Frese (2013) conducted the most recent meta-analysis 
of personal initiative and job outcomes. Overall, personal initiative mea- 
sures were associated with outcomes such as performance and innovation; 
interesting, objective outcome measures (e.g., sales, salary, business growth) 
had stronger correlations with behavioral measures of personal initia- 
tive and weaker correlations with dispositional measures. In addition, 
behavioral measures of personal initiative predicted job performance 
beyond the Big Five. Tornau and Frese (2013) also found that disposi- 
tional measures of personal initiative did not explain variance in objec- 
tive performance beyond the Big Five. In particular, dispositional mea- 
sures of personal initiative were strongly and positively correlated with 
extraversion and conscientiousness, and to a lesser extent, negatively 
correlated with agreeableness. These findings suggest that behavioral 
measures of initiative are preferable for predicting job performance. 

 
Malleability 

Research regarding the effects of training on initiative is primarily 
limited to unpublished dissertations (e.g., Bassyiouny, 2007; Garman, 
2002; cf. Tornau and Frese, 2013; Glaub, 2009) with the one exception 
of one paper by Kirby, Kirby, and Lewis (2002). Therefore, the general- 
izability of these conclusions merits further investigation; however, we 
discuss one of these studies in further detail for possible insights. Glaub 
(2009) designed a three-day, theory-based, personal initiative training 
and examined its effectiveness through a randomized control group 
pretest/posttest design with business owners in Uganda. Data were col- 
lected at four time points: (1) before training; (2) directly after train- 
ing; (3) approximately four to five months after training; and (4) 12 
months after training. Study results showed promising long-term effects 
for objective outcomes (e.g., business success). 
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Findings from Tornau and Frese (2013) regarding the association 
of dispositional measures of personal initiative and the Big Five, 
coupled with findings discussed earlier about the malleability of Big 
Five factors such as extraversion and conscientiousness (Roberts, Walton, 
and Viechtbauer, 2006), suggest that personal initiative as a dispositional 
characteristic is unlikely to be changed via education and training, but 
it might be malleable through developmental job experiences. There is 
insufficient research to determine the malleability of behavioral aspects of 
personal initiative. 

 
Measurement Tools 

There are many instruments that rely on different methods (self-ratings, 
other-ratings, interviews, and SJTs) used to evaluate initiative. In line with 
the distinction between dispositional and behavioral measures of per- 
sonal initiative, we review some measures from each perspective. Arguably, 
the most widely used measure to assess proactive personality is Bate- 
man and Crant’s (1993) self-report questionnaire. This is a dispositional, 
self-report measure consisting of 17 items; examples include, “I excel at 
identifying opportunities” and “No matter what the odds, if I believe in 
something, I will make it happen.” Respondents provide answers using 
a seven-point scale ranging from strongly disagree to strongly agree. 

As noted earlier, Tornau and Frese (2013) found that personal ini- 
tiative was associated with conscientiousness and extraversion. We expect 
that initiative is closely related to social dominance facets of extraver- 
sion and the achievement orientation facets of conscientiousness. For 
example, individuals with high scores on the dominance facet of extra- 
version in the TAPAS are described as “take charge,” and are often 
referred to by their peers as “natural leaders,” and individuals with high 
scores on the achievement facet are considered “hard working, ambitious, 
confident, and resourceful” (Drasgow et al., 2012, p. 39). Instruments 
measuring the Big Five are discussed in Chapter Two of this report. 

Table 4.1 describes several behavioral measures of initiative. The 
first two measures are “other reports” in which people (e.g., a coworker 
or supervisor) rate the target individual. The third measure consists of 
a structured interview designed to assess personal initiative. The fourth 
instrument is an SJT of personal initiative. 
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Table 4.1 
Examples of Behavioral Measures of Initiative 

Measure Description Examples 
 

Extra-role 
behaviors  
(Van Dyne and 
LePine, 1998) 

 
 
 
 

Taking charge 
(Morrison and 
Phelps, 1999) 

 
 
 
 

Interview of 
personal initiative 
(Frese et al., 
1997;  Frese, 
Kring, Soose, and 
Zempel, 1996) 

 
 
 
 

SJT of personal 
initiative (Bledow 
and Frese, 2009) 

 

“Other-report” measure 
consisting of 13 items 
reflecting helping behaviors 
and voice (i.e., the propensity 
to speak up to promote 
change). Response options 
range from 1 = “strongly 
disagree” to 7 = “strongly 
agree.” 

“Other-report” measure, 
consisting of 10 statements 
rated on a five-point scale 
from 1 = “strongly disagree” 
to 5 = “strongly agree.” 

 
 

Structured interview to 
measure facets of personal 
initiative such as proactivity 
and overcoming barriers. 
Interviewers rate responses 
(e.g., for demonstration of 
initiative) using five-point 
scales, and they document 
factual information, such as 
the respondent’s employment 
status. 

Consists of 12 common 
scenarios requiring personal 
initiative in the workplace. 
Each scenario has four 
or five response options; 
respondents select the 
options they mostly like and 
least likely to perform. 

 

• “This particular coworker 
volunteers to do things for 
this work group” (helping) 

• “This particular coworker 
speaks up and encourages 
others in this  group  to 
get involved in issues that 
affect the group” (voice) 

 
• “This person often tries to 

institute new work methods 
that are more effective for 
the company” 

• “This person often  tries 
to implement solutions to 
pressing organizational 
problems” 

• “Have you changed 
something in your work 
during the last year” (e.g., 
the sequence of activities, 
added other activities, etc.)? 

• “Pretend for a  moment 
that you are dismissed from 
your job. What will you 
do?” 

 

 
Examples include scenarios in 
which (1) a new program was 
installed on computers in your 
department and no training 
was provided, and (2) conflict 
among other colleagues 
is creating tension in your 
department. 

 
 

 

 

Conscientiousness 

Definition 

Conscientiousness is a Big Five factor that is defined in terms of mul- 
tiple facets. Several researchers discuss two higher-order facets corre- 
sponding to achievement (also called industriousness or proactive 
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aspects) and dependability (also called reliability, responsibility, or 
inhibitive aspects) (see Roberts et al., 2005, for a review). Roberts et al. 
(2005) identified six lower-order facets: industriousness, order, self- 
control, responsibility, traditionalism, and virtue.8 Most of these facets 
map on to one or more of the ALRM attributes. Proactive facets of 
conscientiousness, like industriousness and order, are associated with 
personal initiative in the ALRM; virtue is associated with Army values, 
such as honor and integrity; responsibility is associated with values of 
duty and selfless service; and self-control, order, and traditionalism are 
associated with discipline as defined in the ALRM. 

 
Association with Performance 

The association of conscientiousness with leader and job performance 
is well documented. Unless noted, most studies measure conscientious- 
ness as a single or unidimensional construct, rather than measuring 
lower-order facets. 

In their meta-analysis of the Big Five factors and leadership, Judge 
et al. (2002) showed that extraversion, followed by conscientiousness, 
had the highest correlations with leadership. In multivariate analyses 
(which included all five factors), conscientiousness was the strongest pre- 
dictor of leader emergence and overall leadership, but it did not predict 
leader effectiveness. 

Barrick and Mount (1991) conducted a meta-analysis of the Big 
Five factors and three job performance criteria (job proficiency, train- 
ing proficiency, and personnel data, e.g., salary, tenure, and turnover) 
and five occupational groups; they found that conscientiousness was 
associated with all three criteria for all groups. In their recent meta- 
analysis, Judge and Zapata (2015) found a strong correlation between 

 
8 Roberts et al. (2005) describe the six facets as follows. Industriousness is associated with 
being hardworking, ambitious, confidence, and resourceful. Order is associated with plan- 
ning and organizing activities and tasks. Self-control is associated with being cautious, level- 
headed, patient, and able to delay gratification. Responsibility is associated with being 
cooperative, dependable, and providing service to others. Traditionalism is associated with 
being compliant with rules and expectations. Virtue is associated with adherence to standards 
of honesty and morality. 
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conscientiousness and job performance for two types of jobs: jobs in 
which individuals have freedom to determine how to perform their 
work, and jobs requiring independence. However, in contrast to pre- 
dictions, the association between conscientiousness and performance 
in jobs requiring attention to detail was negative (Judge and Zapata, 
2015). Follow-up analysis to this surprising finding suggests that the 
achievement and dependability aspects of conscientiousness may be 
counteracting one another. Specifically, achievement orientation was 
negatively related to performance in jobs requiring attention to detail, 
whereas dependability was positively related. Judge and Zapata (2015) 
hypothesize that dependability is more relevant to jobs requiring atten- 
tion to detail, whereas individuals who are achievement oriented might 
be frustrated in these jobs. The reason conscientiousness, overall, 
showed a negative relationship with job performance in jobs requiring 
attention to detail is because there were more studies assessing achieve- 
ment orientation. 

 
Malleability 

The meta-analysis of change in the Big Five factors across the lifespan 
described earlier (Roberts, Walton, and Viechtbauer, 2006) showed 
little change in conscientiousness in adolescence and in college-age 
individuals (ages 18 to 22) but significant increases among young adults 
ages 22 to 30 as well as in subsequent decades until age 70. As noted in 
the discussion of extraversion earlier in this report, Roberts, Walton, and 
Viechtbauer (2006) conclude that these changes may occur in response 
to life experiences and lessons learned due to changing role demands. 
Thus, while the Army might be able to influence conscientiousness early 
in soldiers’ careers via job assignments, we would not expect that edu- 
cation or training content would lead to changes in conscientiousness. 

 
Measurement Tools 

Self-report instruments assessing the Big Five factors as described earlier, 
provide measures of conscientiousness. Several Big Five instruments 
measure facets of the factors, but only the TAPAS measures all six lower- 
order facets of conscientiousness as identified by Roberts and colleagues 
(2005). 
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Motivation to Lead 

Definition 

Motivation to lead (MTL) is a construct developed by Chan and Dras- 
gow (2001), which they define as a characteristic that influences a lead- 
er’s or future leader’s “decisions to assume leadership training, roles, and 
responsibilities and that affect his or her intensity of effort at leading 
and persistence as a leader” (p. 482). Thus, MTL appears to map onto 
the “internal shared attitudes and beliefs that embody the spirit of the 
Army profession” element of warrior ethos and service ethos in the 
ALRM (Headquarters, Department of the Army, 2012b, p. 4-2). Chan 
and Drasgow conceptualized MTL as consisting of three, related dimen- 
sions: affective-identity, which reflects enjoyment of being a leader; social- 
normative, which reflects a sense of duty to lead; and noncalculative, 
which reflects not being concerned about the costs associated with the 
responsibilities of being a leader relative to its benefits. 

 
Association with Performance 

The importance of MTL has begun to accumulate a substantial amount 
of theoretical attention (e.g., DeRue and Ashford, 2010; Epitropaki, 
Kark, Mainemelis, and Lord, 2016; Kark and Van Dijk, 2007). In addi- 
tion, several primary studies have shown that MTL is associated with 
leadership potential or outcomes. Chan and Drasgow (2001) examined 
the association of MTL with leader potential in three samples (Singa- 
pore military recruits, Singapore junior college students, and U.S. under- 
graduate students). The study found that the affective-identity and 
noncalculative MTL predicted leader potential beyond other variables 
such as GMA and Big Five factors. Social-normative MTL was correlated 
with leader potential, but unlike the other dimensions of MTL, did not 
predict the outcome beyond the other variables in the model. In subse- 
quent research, Amit, Lisak, Popper, and Gal (2007) showed that 
all three dimensions of MTL distinguished leaders from nonleaders 
among soldiers in the Israeli Defense Forces. In a study of college stu- 
dents, Hong, Catano, and Liao (2011) found that the affective-identity 
component of MTL predicted leader emergence in group problem- 
solving discussions, and the social normative component predicted 
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assuming leadership roles in long-term projects. Finally, using a biodata 
measure of dispositional traits, Legree, Kilcullen, Putka, and Wasko 
(2014) found that interest in being a leader predicted leader effective- 
ness and potential among ROTC cadets. 

 
Malleability 

There is little research on the degree to which MTL can be developed 
through formal training. Although past theories consider leadership 
motivation constructs as stable individual differences, Chan and Dras- 
gow’s (2001) note that there has been considerable controversy or 
methodological concerns about measures of these concepts. Chan and 
Drasgow propose that MTL is malleable, at least in part, and is influ- 
enced by both stable personality traits and job experience. Their research 
supported these predictions; antecedents of MTL included more 
stable traits, such as Big Five factors, and past leadership experience. 

From a lifespan perspective, in a longitudinal study that followed 
study participants from childhood to young adulthood, Gottfried et al. 
(2011) found that children who had higher intrinsic academic motivation, 
i.e., who enjoy learning for its own sake, showed higher affective-identify 
and noncalculative MTL in young adulthood. This was particularly 
the case when leadership tasks involved facing challenging and novel 
situations. Gottfried and her colleagues concluded that childrearing 
practices that foster academic motivation have subsequent effects on 
leadership. These findings suggest that MTL is malleable but we would 
not expect it to change via training and education for adults. 

 
Measurement Tools 

Chan and Drasgow (2001) developed and tested a 27-item self-report mea- 
sure of MTL used in their original research and the subsequent studies 
described earlier. Examples of items include “Most of the time, I prefer 
being a leader rather than a follower when working in a group” (affective- 
identity MTL), “If I agree to lead a group, I would never expect any advan- 
tages or special benefits” (noncalculative MTL), and “I feel that I have a 
duty to lead others if I am asked” (social-normative MTL). This instrument 
hasalso been used insubsequent research on MTL(e.g., Amit, Lisak, Popper, 
and Gal, 2007; Hong, Catano, and Liao, 2011; Gottfried et al., 2011). 



72  Malleability and Measurement of Army Leader Attributes 
 

 

 

Affective Commitment 

Definition 

Affective commitment is defined as an employee’s emotional attachment 
to, identification with, and involvement in the organization (Allen and 
Meyer, 1990). This construct appears to map onto soldiers’ and civil- 
ians’ “commitment to the nation, mission, unit, and fellow soldiers” ele- 
ment of the warrior ethos and service ethos attribute in the ALRM 
(Headquarters, Department of the Army, 2012b, p. 4-2). 

According to the seminal three-component model of organizational 
commitment proposed by Allen and Meyer (1990), affective commit- 
ment is one of three forms of commitment. The other forms are con- 
tinuance commitment (the perceived cost of leaving the organization) 
and normative commitment (feeling an obligation to stay). In 2003, 
a special issue of Military Psychology (Volume 15, Issue 3) presented 
a series of studies addressing organizational commitment in the mili- 
tary organized around Allen and Meyer’s three-component model. 
Indeed, this theoretical model has been the dominant perspective of 
organizational commitment; however, empirical support has been 
mixed (Meyer, Stanley, Herscovitch, and Topolnytsky, 2002). Solinger, 
van Olffen, and Roe (2008) recommended a reconceptualization of 
organizational commitment such that it is best described as a general 
attitude toward the organization, whereas normative and continuance 
commitment are attitudes regarding specific behaviors (i.e., staying or 
leaving). We acknowledge these emerging theoretical developments; 
however, we focus on affective commitment, given the extensive research 
on this construct. 

 
Association with Performance 

With respect to leadership performance, affective commitment is typi- 
cally construed as an outcome variable as opposed to a predictor variable. 
That is, there is a large body of research examining the relationship 
between various indicators of leaders’ performance and followers’ affec- 
tive commitment (e.g., Gerstner and Day, 1997; Eisenberger et al., 2010). 
In contrast, the relationship between leaders’ affective commitment 
and their own leadership performance is relatively unexplored. One 
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notable exception is Karrasch (2003), who found a small positive rela- 
tionship between affective commitment and Army captains’ leadership 
performance as rated by their peers. 

Expanding the performance domain from leadership to general job 
performance, however, reveals positive effects. Meta-analyses report a 
small to moderate positive relationship between affective commitment 
and job performance (Meyer et al., 2002; Riketta, 2002). Other cor- 
relates of affective commitment include organizational citizenship behav- 
iors (behaviors that go above and beyond basic job requirements and 
benefit the organization), which also show a small to moderate positive 
relationship, and withdrawal behaviors such as absenteeism and turn- 
over, which show small to moderate negative relationships (Meyer et al., 
2002). 

 
Malleability 

Affective commitment is typically considered a job attitude (Schleicher, 
Hansen, and Fox, 2011). Research has identified many antecedents 
of this attitude, including characteristics of the person (e.g., locus of 
control) as well as aspects of the job and organization. Factors that 
influence affective commitment include perceptions of organizational 
and leader support, role clarity, and perceptions of fairness in the 
workplace (e.g., organizational justice and fulfillment of psychological 
contracts) (Dirks and Ferrin, 2002; Meyer et al., 2002; Zhao, Wayne, 
Glibkowski, and Bravo, 2007). These findings suggest that orga- 
nizational practices, such as clarifying individual roles, can improve 
affective commitment. We would expect that opportunities for train- 
ing and education might affect organizational commitment, but we 
would not expect the content of training and education to directly 
influence this construct. 

 
Measurement Tools 

The primary measures used to assess affective commitment are presented 
in Table 4.2. As can be seen by the example items, these scales focus on 
employee’s emotional attachment to, identification with, and/or involve- 
ment in the organization. The Affective Commitment Questionnaire 
(ACQ) and Organizational Commitment Questionnaire (OCQ) are 
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Table 4.2 
Examples of Affective Commitment Measures 

Measure Description Example items 
 

ACS (Allen and 
Meyer, 1990; Meyer, 
Allen, and Smith, 
1993) 

 
 
 
 

OCQ (Mowday, 
Steers, and Porter, 
1979) 

 
 
 
 

Identification/ 
Internalization 
Typology (O’Reilly 
and Chatman, 1986) 

 

The original ACS measure 
consisted of eight items 
and the revised measure 
consisted of six items. Both 
use a seven-point rating 
scale ranging from “strongly 
disagree” to “strongly 
agree.” 

Fifteen-item measure that 
uses a seven-point rating 
scale ranging from “strongly 
disagree” to “strongly 
agree.” 

 
 
 

Five items represent 
identification and 
three items represent 
internalization. All  items 
are evaluated on a seven- 
point rating scale ranging 
from “strongly disagree” to 
“strongly agree.” 

 

• “This organization has 
a great deal of personal 
meaning for me” 

• “I do not feel a strong 
sense of ‘belonging’ 
to my organization” 
(reverse scored) 

 
• “I am proud to tell others 

that I am part of this 
organization” 

• “It would take very little 
change in my present 
circumstance to cause 
me to leave this organ- 
ization” (reverse scored) 

• “The reason I prefer this 
organization  to  others 
is because of what it 
stands for, its values” 
(identification) 

• “I feel a sense of ‘owner- 
ship’ for this organ- 
ization  rather  than 
being just an employee” 
(internalization) 

 
 

 

the most commonly used measures (as indicated by meta-analyses; e.g., 
Riketta, 2002). 

 

Character: Summary of Findings 

Table 4.3 presents three constructs that represent character and that have 
been the focus of empirical research. 
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Table 4.3 
Summary of Research on Malleability and Common Measures: Character 

Construct Malleability Common Measures 
 

Ethical 
decisionmaking 

 

Research findings conflict 
about development of ethical 
decisionmaking through 
training. It is likely that 
program characteristics affect 
the impact of training. 

 

Defining Issues  Test 
(DIT) (Rest, 1986b); DIT-2 
(Rest et al., 1999); Ethical 
Leadership Scale (ELS) 
(Brown, Treviño, and 
Harrison, 2005) 

Initiative There is insufficient empirical 
literature to draw strong 
conclusions about the 
trainability of initiative. 

 
Conscientiousness We would not expect formal 

training and  education 
to have a direct effect on 
conscientiousness, but changes 
in conscientiousness across 
the lifespan are thought 
to occur in response to 
shifting role demands and 
expectations, suggesting that 
job experiences might affect 
conscientiousness. 

MTL We would not expect formal 
training and education to 
have a direct effect on MTL, 
but some findings indicate 
that MTL can be developed 
through social learning and job 
experiences. 

Proactive  personality 
scale (Bateman and Crant, 
1993); personal initiative 
situational judgment test 
(Bledow and Frese, 2009) 

Self-report measures 
including facets in the 
TAPAS (Drasgow et al., 
2012), NEO PI-R (Costa and 
McCrae, 1992), and HPI 
(Hogan and Hogan, 1995) 

 
 
 
 

A self-report scale mea- 
suring MTL (Chan and 
Drasgow, 2001) has been 
used in a number of studies 
of leadership. 

Affective 
commitment 

Affective commitment is 
considered a job attitude 
that is influenced by orga- 
nizational practices, such as 
clarifying individual roles 
and perceptions of fair 
treatment. We would not 
expect training and education 
to directly influence affective 
commitment. 

Self-report measures 
include the Affective 
Commitment Questionnaire 
(Allen and Meyer, 
1990; Meyer, Allen, and 
Smith, 1993); the Orga- 
nizational Commitment 
Questionnaire (Mowday, 
Steers, and Porter, 1979); 
and Identification/ 
Internalization Typology 
(O’Reilly and Chatman, 
1986). 

 
 



 

 



 

 
CHAPTER FIVE 

Conclusions, Implications, and Future Directions 

 
 
 
 
 

Today’s volatile and complex operational environment has a pro- 
found effect on the qualities Army leaders must bring to their job. 
The Army has taken many steps to consider this environment in 
defining leadership qualities through policy, documents, and train- 
ing related to the ALRM and the Army Human Dimension Strategy 
for 2015. 

To help the Army reach its goals in preparing current and future 
leaders, this project sought to explore the degree in which leadership 
qualities can be taught and measured. We focused on the three cat- 
egories of attributes presented by the ALRM: character, presence, 
and intellect. Because many of these attributes do not parallel those 
found in theoretical and empirical research, we first mapped the 
ALRM attributes to constructs associated with each attribute. We 
then reviewed the research for each of these constructs with respect 
to their associations with leader and job performance, malleability, 
including the “teach-ability” of each construct, and tools to measure 
these constructs. 

In this chapter, we summarize the key findings regarding malle- 
ability and discuss how the Army might determine whether to focus 
efforts on soldier development or selection for ALRM attributes. We then 
address methodological questions regarding measurement, particularly 
to support the goal of investigating whether training and education 
bring about changes in leader characteristics. We present consider- 
ations about what methods of measurement to use, discuss selection of 
measures in terms of their content, and describe designs for studying 
training and education interventions and how design decisions affect 
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the conclusions one can draw about the effects of the interventions. 
Following the discussion of methodological topics, we provide recom- 
mendations for routine measurement of key constructs in the Army at 
large. We conclude by addressing limitations of this literature review 
and proposing topics for future research. 

 

What Constructs Can Be Developed Through Training 
and Education? 

Like Mueller-Hanson et al. (2005), who reviewed characteristics asso- 
ciated with adaptability, we summarize the degree to which constructs 
associated with ALRM attributes can be developed through training 
and education by arraying them along a continuum ranging from less 
to more malleable (see Figure 5.1). We also note attributes that may be 
malleable through other means (work experiences or organizational 
practices) and attributes for which additional research is needed to draw 
conclusions about malleability. 

As discussed in Chapter One, Mueller-Hanson et al. (2005) con- 
cluded that cognitive ability, resilience, and achievement motivation 
(which are facets of conscientiousness) are resistant to change via train- 
ing. We concur with this conclusion for cognitive ability, i.e., GMA, and 
the affiliative facets of extraversion.1 We also agree that conscientious- 
ness is not likely to change as a result of training; however, evidence for 
changes in conscientiousness with shifts in role experiences in young 
adulthood (Roberts, Walton, and Viechtbauer, 2006) suggests that this 
Big Five dimension might be influenced by job assignments in the early 
stages of leaders’ careers. 

We draw somewhat different conclusions about other characteris- 
tics that Mueller-Hanson and her colleagues deemed resistant to change. 
Our review of the research indicates that, although changes in openness 
to experience are likely normative in nature, creative problem-solving 

 
 

1 We also agree with Mueller-Hanson and colleagues’ (2005) conclusion that openness to 
experience is resistant to change via training. However, we did not include openness to expe- 
rience in Figure 5.1, as it was not one of the primary constructs in our review. 



Conclusions, Implications, and Future Directions 79 
 

 

 
• GMA: fluid 

intelligence 

• Extraversion 
(affiliative facets) 

• Dispositional 
aspects of 
creativity 
(openness to 
experience) 

 
 

Figure 5.1 
Degree of Malleability of ALRM Constructs 

 

Malleability through Training and Education 

Less Malleable More Malleable 

 
 

• Generalized self- 
efficacy 

• GMA: crystallized 
intelligence 

• Critical thinking 
skills 

• Creative problem 
solving 

• Expertise 

• Resilience 

• Physical fitness 

Constructs that may be malleable through work experiences or 

organizational practices 

• Conscientiousness 

• Extraversion (social dominance facets) 

• Affective commitment 

Insufficient research evidence regarding malleability 

• Dispositional aspects of critical thinking 

• Metacognition 

• Emotional  intelligence 

• Ethical decisionmaking 

• Initiative 

• Motivation to lead 

SOURCE: Adapted from Mueller-Hanson et al., 2005. 

RAND RR1583-5.1 

 

skills can be developed through training and education. Likewise, evi- 
dence indicates that training interventions can contribute to develop- 
ment of resilience. 

Mueller-Hanson et al. (2005) concluded that domain-specific 
knowledge is readily modifiable with training. Our review of expertise 
concurs with this finding, although change occurs slowly and becom- 
ing an expert can take many years to achieve. We conclude that physi- 
cal fitness can be developed through training, as well. There is also 
evidence that training can improve CT skills, particularly domain- 
specific CT. 
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Mueller-Hanson and her colleagues concluded that metacognitive 
skills and GSE are amenable to change (to varied degrees) but that con- 
siderable effort is needed to bring about such change. We concur with 
this conclusion about GSE. However, there is insufficient research regard- 
ing the malleability of metacognitive skills in work contexts. There also is 
limited or insufficient research or conflicting findings about the malle- 
ability of EI, ethical decisionmaking, initiative, and motivation to lead. 

The degree to which ALRM attributes are modifiable through train- 
ing and education raises questions about the return on investment (ROI) 
of programs designed to develop these attributes. In light of the effort 
needed to bring about changes in some constructs, and the lack of evi- 
dence regarding the degree of malleability of others, a critical question for 
the Army is to determine whether ROI is greater for selection and place- 
ment strategies compared to training and development interventions. 

Utility analysis (UA) is an approach that has been used to estimate 
the economic value of personnel practices (e.g., Cascio, 1989; Schmidt, 
Hunter, and Pearlman, 1982). UA has been used primarily in the area of 
employee selection, and to a lesser extent for other personnel programs, 
including training and development (see Arthur et al., 2003; Cascio, 
1989). Whereas calculating the costs of training may be relatively straight- 
forward, estimating the benefits, in terms of dollar value, is much more 
challenging; such analyses are conducted infrequently compared to 
evaluating other types of training outcomes in organizations (e.g., 
Aragón-Sánchez, Barba-Aragón, and Sanz-Valle, 2003; Arthur et al., 
2003). Methods of UA that measure benefits in terms of the gain asso- 
ciated with improved job performance could be used to determine the 
value of efforts to develop ALRM attributes through training. 

 

What Types of Measures Should Be Used? 

For many of the constructs we have discussed, there are different approaches 
to measurement, such as tests, surveys, work sample tests, and inter- 
views. Key considerations when selecting the type of measure to use include 
reliability, validity, scalability, response burden, and cost. Reliability and 
validity are essential considerations when selecting measures. Other factors, 
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the ability to collect data from large numbers of respondents, the amount 
of burden placed on the participants to respond, and the direct and indi- 
rect costs associated with an instrument, represent more practical con- 
siderations. Where possible, we recommend use of self-report measures, 
including tests (e.g., of knowledge or skills) or surveys (e.g., of attitudes 
or dispositions) with established reliability and validity. Tests and surveys 
can be used to measure a range of constructs. Written tests and surveys 
administered using paper and pencil or by computer that use forced-choice 
(i.e., multiple-choice) questions are also advantageous in that they provide 
objective measures (i.e., quantitative data, and in the case of tests, right 
or wrong answers) and can be administered and scored using automated 
methods.2 Thus, these methods of testing are highly scalable. 

Another advantage of using instruments with forced-choice 
responses is the potential application of computer-adaptive testing (CAT) 
methods. CAT is a statistical procedure that tailors the test or survey 
questions based on the test taker’s responses to the items. For example, 
a test taker who correctly answers an initial question that is moderately 
difficult would then be presented with a more difficult item, whereas a 
test taker who answers the initial question incorrectly would be pre- 
sented with an easier item. The process works in the same way for sur- 
veys, using the extent to which respondents’ answers are more or less 
extreme with respect to the attitude or dispositional trait being mea- 
sured. This process is iterative and proceeds until a reliable estimate of 
construct is obtained. By generating tests or surveys with fewer items, 
CAT lowers response burden. CAT also enhances test security because 
each respondent gets a different set of items. Forced-choice measures 
can be challenging and costly to construct (particularly when using 
CAT), but once developed, they can be administered and scored effi- 
ciently on a large-scale basis. 

A downside of many forced-choice measures is that it may be easy 
for respondents to fake, thereby compromising validity. The intent of such 

 

2 Whereas some studies use surveys to measure respondents’ perceptions of their knowl- 
edge or skills, it is preferable to use tests that have right answers because self-reported knowledge 
and skills are subject to faking good. Perceptions of knowledge and skills are appropriate when 
measuring self-efficacy, however, which by definition reflects individuals’ attitudes about 
their competence. 
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measures and which responses are more desirable may be especially appar- 
ent in instruments that use single-stimulus items, such as when respon- 
dents report how often they engage in particular behaviors or the degree 
to which adjectives or statements describe them. Some strategies have 
been used to attempt to detect faking good (such as including “lie scales” 
in surveys or analyzing responses to identify inconsistent patterns), or 
to correct for socially desirable responses post hoc (e.g., Ferrando and 
Anguiano-Carrasco, 2013; Griffith and McDaniel, 2006; Goffin and 
Christiansen, 2003), but there is disagreement about the effectiveness of 
these alternatives. Forced-choice measures using paired-comparisons or 
SJTs can diminish faking good but are more labor intensive to develop. 

In contrast, it is reasonable to expect that “faking good” or pro- 
viding socially desirable responses is less problematic when using tests 
or surveys using constructed-response (open-ended) questions. In addi- 
tion, some scholars argue that constructed-response tests produce better 
assessments of constructs such as higher-order cognitive processes and 
better reflect tasks in actual job settings (see Zaccaro et al., 2000, for a 
review). However, constructed-response tests are much less scalable. 
While constructed-response tests can be administered to large groups 
of people simultaneously, the tests typically take longer to administer 
and, therefore, impose greater response burden. They are also much more 
labor-intensive and costly to score in that they typically require evalu- 
ation by SMEs. SMEs often need to be trained to ensure they are con- 
sistent in their evaluations. Even with training, rating constructed 
responses involves subjective judgment and, therefore, can be influenced 
by cognitive biases and rater errors.3 

 

 

3 Some organizations have developed automated (electronic) approaches to score open- 
ended questions. This approach can be relatively straightforward and computationally simple 
for evaluating some skills, such as the clarity of written communication (e.g., the Flesch- 
Kincaid readability tests; Flesch, 1948). In fact, the Flesch-Kincaid readability formula has 
existed for decades; it is the DOD military standard for assessing the reading difficulty or 
grade level of documents, and it is a feature in off-the-shelf word processing software. Some 
testing companies have developed more advanced algorithms to evaluate the mechanics, organ- 
ization, and content of participant’s responses to standardized writing prompts, but these 
approaches may miss some of the contextual or subtler aspects of responses that open-ended 
questions are intended to elicit. 



Conclusions, Implications, and Future Directions 83 
 

 

 

In some cases, observers rate individuals on particular attributes. 
This approach may reduce some of the issues arising with the use of 
self-reports, but it is also subject to a number of constraints and short- 
comings. Observers must have sufficient knowledge to provide accu- 
rate ratings, including knowledge of the relevant topic areas and 
knowledge of the person being evaluated (i.e., raters must have suffi- 
cient opportunities to observe the person being rated). Observers 
must also be motivated to provide accurate ratings; in some organ- 
izations, raters are reluctant to be forthright, particularly with respect to 
providing negative feedback. In addition, “other” ratings are subject to 
unintentional cognitive biases or rater errors, such as halo error. 

Our review also discussed the use of work sample tests and inter- 
views to measure some constructs. Work sample tests are particularly 
good for assessing less tangible skills or knowledge and skills not ame- 
nable to measurement using paper-and-pencil tests. Work sample tests 
also have high face validity, i.e., test takers and other stakeholders view 
them as relevant and fair. However, work sample tests typically have 
low scalability; they are costly to develop, often require one-on-one 
administration, and, like constructed-response tests, may require human 
judges who are trained to provide reliable ratings. 

Finally, researchers have used interviews to assess some of ALRM- 
relevant constructs, such as expertise and initiative. Interviews have many 
of the same disadvantages as work sample tests, in that they are conducted 
on an individual basis and, therefore, are time consuming to administer. 
Interviews also involve subjective judgment, which is prone to biases. Using 
a structured approach can alleviate some of these issues. Ultimately, if 
available, we recommend using reliable and valid self-report instruments 
rather than interviews to assess constructs related to the ALRM. 

 

What Constructs Should Be Assessed? 

There are numerous constructs that might be relevant in studies of leader 
attributes and competencies. Clearly, the topic of study should guide the 
choice of measures. For example, if studying effects of training to improve 
CT, relevant measures are likely to include assessments of CT skills and 
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dispositions. In addition, the measures should “match” or correspond to 
the nature of the intervention in question. For example, if the interven- 
tion addresses general CT skills, then one of the domain-general mea- 
sures identified in this report would be appropriate. If the intervention 
is focused on specific CT skills, e.g., on cognitive biases and heuristics, 
then a test of those concepts would be used. In addition, measuring 
potential correlates of the topic in question (for CT skills, these might 
include GMA and metacognition) can help determine the strength of 
the intervention; i.e., the degree to which the outcome can be explained 
by the intervention or by other factors that are related to the outcome. 
We advocate a theory-driven approach to guide construct selection when 
assessing the effectiveness of training interventions. 

A different example pertains to the Big Five factors. As described in 
earlier chapters, the Big Five consist of narrower facets, and the selection of 
facets to measure should correspond to the topic of study. For example, 
as noted in Chapter Four, the social dominance aspect of extraversion, 
but not the affiliative aspect, is positively associated with leadership (Do 
and Minbashian, 2014) and there is evidence of change in social domi- 
nance across the lifespan (Roberts, Walton, and Viechtbauer, 2006). In 
their meta-analysis of the association of conscientiousness facets and job 
performance, Dudley, Orvis, Lebiecki, and Cortina (2006) found that 
facets of conscientiousness did not explain job performance beyond 
global measures of conscientiousness, but facets did contribute to 
explaining contextual performance, such as extra-role behaviors and job 
dedication. 

 

When and How Should Measures Be Used? 

Design Studies to Rule out Threats to Validity 

When studying the extent to which training and education interven- 
tions lead to improvement in key constructs, the study design, in part, 
determines the kinds of conclusions that one can draw. Different com- 
binations of the pretest and posttest measures and the intervention 
allow one to rule out threats to internal validity of the study, i.e., factors 
that prevent the researcher from drawing conclusions about the effects 



Conclusions, Implications, and Future Directions 85 
 

 

 

of the intervention.4 A research design that can rule out many of these 
threats is the pretest posttest control group design, which consists of 
two conditions, as shown in Figure 5.2 (Campbell and Stanley, 1963). 
For example, if studying the effects of a CT training intervention, par- 
ticipants in Group 1 complete the CT skills test along with measures 
of relevant covariates prior to training (pretest measures, or O

1
), par- 

ticipate in training (X), and complete the CT skills tests after training 
(O

2
). Participants in Group 2 complete the same measures at the same 

time as Group 1 but do not participate in the intervention. This approach 
allows one to determine whether the intervention has the intended effect 
and rules out most threats to internal validity. Additional groups can 
rule out other threats to internal validity. Including similar conditions 
to Groups 1 and 2, without the pretest (i.e., X-O

2 
and O

2 
only), allows 

one to determine the interaction of testing and the intervention. Col- 
lecting subsequent measures over time (e.g., O

3
, O

4
) can also be included 

to assess retention of knowledge and skills. 
Random assignment of participants to these groups safeguards 

against selection effects so that participants in both groups do not vary 
systematically in important characteristics that might affect performance 
on the tests or responses to the intervention. That is, random assign- 
ment helps ensure that changes in the outcome of interest occur because 
of the intervention rather than because of characteristics of the partici- 
pants in each group. 

In many organizational settings, however, random assignment and/ 
or using ideal experimental conditions are not feasible. For example, 
random assignment might not be possible because it means withholding 
an intervention from personnel. Administering a pretest might not be 
practical if training or experience is needed before personnel can attempt 
the task (e.g., if the task is highly complex or poses safety concerns). Thus, 
quasi-experimental methods are frequently implemented, in which a 

 
4 As described by Campbell and Stanley, common threats to internal validity include his- 
tory (events occurring between O

1 
and O

2
); maturation (processes corresponding to the pas- 

sage of time that affect participants, such as aging or physiological responses; e.g., fatigue); 
testing (the effects of taking the first test on responses to the second test); instrumentation 
(changes in the measure or observers that influence measurements); and statistical regression 
(which occurs when selection to groups is based on extreme scores). 
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Figure 5.2 
Pretest Posttest Control Group Design 

 
Group PreTest measure (O1) Intervention (X) PreTest Measure (O2) 

1 O1 X O2 

2 O1 
 O2 

NOTE: O = observation, X = intervention. 
RAND RR1583-5.2 

 

subset of the conditions is used (e.g., O
1
-X-O

2 
and X-O

2
) and/or partici- 

pants are not randomly assigned to conditions. When random assignment 
is not possible, it is especially important to measure and control for char- 
acteristics of participants that might affect responses to the intervention. 

 
Administer or Collect Measures of Some Constructs for 

Officers on a Routine Basis 

For the Army as a whole, we recommend collecting baseline data from 
officers that can be used for job placement as well as for ongoing study 
efforts. Whereas Army enlisted personnel complete tests of GMA (i.e., 
the ASVAB) and dispositional constructs (i.e., Big Five factors) during 
recruitment, to our knowledge the Army does not systematically admin- 
ister or collect such measures for officers. The Army might have records 
of GMA measures for officers as reflected by college grade-point aver- 
age and college admissions test scores, but the Army does not system- 
atically use these scores for job placement or routinely use these data in 
ongoing studies. In light of the relevance of GMA and the Big Five to 
many of the ALRM attributes and performance, collecting these mea- 
sures prior to or upon commissioning could prove useful for job place- 
ment and for use in ongoing Army research (e.g., to understand the 
effects of training and a range of other interventions or topics of inter- 
est). Given that the Army selects senior officers from existing officer 
ranks, baseline measures of these constructs and other ALRM attributes, 
coupled with routine reassessments over time (e.g., during key leader 
education courses), can help the Army understand how long-term inter- 
ventions and experiences influence key Army intellectual, presence, 
and character attributes, including attributes that are malleable but 
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develop gradually over time. Assessing changes over time is especially 
important in that some attributes might predict leader outcomes when 
measured later in one’s career but not at entry (e.g., Chan and Drasgow, 
2001). Thus, routine assessment and analysis could address questions 
regarding the ROI or utility of educational efforts and other develop- 
mental experiences for Army leaders. 

 

Limitations and Topics for Future Research 

Additional Constructs for Review 

While we have attempted to be comprehensive in this review, we did 
not address all relevant constructs associated with ALRM attributes or 
leader effectiveness. First, we excluded constructs for which there is 
limited research or a lack of established measures. Second, we did not 
review constructs associated with leader effectiveness that do not reflect 
attributes specified in the ALRM. Third, we had limited discussion of 
situational variables that moderate or affect the expression of leader attri- 
butes. We review some of these constructs here. 

Three variables that are related to intellect attributes in the ALRM 
and for which there is relatively limited research are cognitive flexibility, 
adaptive expertise, and frame-switching capabilities, which are relevant 
to mental agility, and social intelligence, which is relevant to interper- 
sonal tact. 

Cognitive flexibility is defined as “a person’s (a) awareness that in 
any given situation there are options and alternatives available, (b) will- 
ingness to be flexible and adapt to the situation, and (c) self-efficacy in 
being flexible” (Martin and Rubin, 1995, p. 623). This definition appears 
highly related to constructs associated with the ARLM attribute of 
mental agility, such as openness to experience and divergent thinking. 
Martin and his colleagues developed and tested a 12-item scale of 
cognitive flexibility (Martin and Anderson, 1998; Martin and Rubin, 
1995),5 but this scale has been used sparingly in workplace research 

 
 

5 Example items include “I can find workable solutions to seemingly unsolvable problems” 
and “I am willing to listen and consider alternatives for handling a problem.” 
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(see Zaccaro et al., 2009, for an exception). Thus, more evidence is 
needed regarding the distinctiveness of cognitive flexibility and related 
constructs. 

Adaptive expertise refers to individuals’ ability to apply their expert 
knowledge to invent new procedures and solve novel problems (Holy- 
oak, 1991). Scholars suggest by having a deep conceptual understand- 
ing of a particular domain (i.e., more abstract representations of domain 
knowledge), experts can apply this knowledge to new situations that vary 
in superficial characteristics (Kimball and Holyoak, 2000; Smith, Ford, 
and Kozlowski, 1997). Frame-switching, which is the capacity to change 
one’s perspective or frame of reference when solving problems, is con- 
sidered a fundamental element of adaptive expertise (see Nelson, Zac- 
caro, and Herman, 2010, for a review). In addition, evidence shows that 
frame-switching and adaptive expertise can be developed through train- 
ing as well as developmental experiences and contributes to adaptive 
performance (see Nelson, Zaccaro, and Herman, 2010; Smith, Ford, 
and Kozlowski, 1997).6 

Social intelligence is a construct with relevance to the attribute of 
interpersonal tact. Social intelligence refers to skills related to intraper- 
sonal (ability to understand one’s own feelings) and interpersonal (abil- 
ity to understand other people’s moods, mental states, etc.) activities and 
act appropriately in these various interactions (e.g., Brislin, Worthley, 
and Macnab, 2006; Salovey and Mayer, 1990). Although this construct 
dates back to the first part of the twentieth century (see Landy, 2006), 
it has been largely overlooked in favor of EI (see Kobe, Reiter-Palmon, 

 
 

6 Interesting, many researchers have discussed a trade-off between expertise and cognitive 
flexibility; as one gains expertise, they can become less able to consider alternative approaches 
to problem-solving, have trouble adapting to novel situations, and have more difficulty gen- 
erating radical or groundbreaking ideas (see Dane, 2010, for a review). Dane (2010) refers to 
this lack of flexibility as cognitive entrenchment and proposes that it can be mitigated when 
operating in dynamic environments (which arguably is the case for Army leaders) and by 
paying attention to situations outside of one’s primary domain of expertise. Smith, Ford, 
and Kozlowski (1997) argue that adaptive expertise requires development of not only deep 
knowledge structures, which can be developed through practice, but through activation of 
metacognitive skills. They propose training strategies to foster adaptive expertise, including 
use of advance organizers, analogies, discovery learning, error-based training, metacognitive 
instruction, learner control, and mastery-oriented learning. 
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and Rickers, 2001; Zaccaro, Gilbert, Thor, and Mumford, 1991, for some 
exceptions). Only recently has social intelligence received a resurgence 
of scholarly attention (e.g., Crowne, 2009; Goleman and Boyatzis, 2008; 

Riggio and Reichard, 2008; Weis and Süβ , 2007). One noteworthy 
challenge confronting research on social intelligence is clarification of 
its relationship to related variables—specifically EI. Some researchers 
consider EI to be a subset of social intelligence (e.g., Salovey and Mayer, 
1990), whereas others propose the two are the same construct (e.g., 
Bar-On, Tranel, Denburg, and Bechara, 2003). Those in the “distinct” 
camp argue that EI is limited to emotional information, whereas social 
intelligence goes beyond emotions to include social information more 
broadly. For example, individuals may be high on social intelligence 
because they can function effectively in various social scenarios such as 
business meetings or working lunches (e.g., by processing social infor- 
mation, maintaining social awareness and demonstrating appropriate 
social skills such as introducing oneself and interacting properly); how- 
ever, they may be low on EI because they may be ill-equipped to manage 
emotional situations such as responding to a person who is yelling or 
crying (e.g., Crowne, 2009). In short, individuals with high EI are 
also expected to be high in social intelligence, but the reverse is not nec- 
essarily true, which is why this camp suggests that EI and social intel- 
ligence are distinct. Conceptual clarification between social intelligence 
and EI would also contribute to an understanding of how social intel- 
ligence is related to other constructs, such as perspective taking, which 
is the attempt to understand the thoughts, motives, and feelings of 
another person (Parker and Axtell, 2001) and which has been subject to 
some workplace research (e.g., Grant and Berry, 2011; Hoever, van Knip- 
penberg, van Ginkel, and Barkema, 2012). 

Constructs associated with leadership effectiveness but not identi- 
fied explicitly in the ALRM include adaptability and systems thinking. 
In light of evidence for the association of these constructs with leader 
performance, the Army should consider inclusion of these constructs 
in future iterations of the ALRM. 

Adaptability is a construct that has received increasing attention 
in the Army. Adaptive leadership is a central concept in the U.S. Army’s 
human dimension strategy (U.S. Department of the Army, 2015) 
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and is emphasized in the ALRM. Army FM 6-22 (Headquarters, 
Department of the Army, 2015) defines adaptability as “an effective 
change in behavior in response to an altered or unexpected situation” 
(p. 5-7). Studies have found evidence for an association of adaptability 
and leader performance (e.g., Hannah et al., 2013; Yukl and Mahsud, 
2010; Zaccaro, Foti, and Kenny, 1991) and have shown that aspects of 
adaptability can be developed in Army leaders through training and 
education (Straus et al., 2014). Defining, measuring, and altering 
adaptability, however, is not straightforward. Adaptability is a multi- 
dimensional construct consisting of cognitive and social skills and dis- 
positions. The most influential work in this area to date is from Pula- 
kos, Arad, Donovan, and Plamondon (2000), who developed and tested 
a taxonomy consisting of eight factors: solving problems creatively; 
learning tasks, technologies, and procedures; dealing with unpredict- 
able or changing working situations; handling emergencies or crisis 
situations; handling work stress; interpersonal adaptability; cultural 
adaptability, and physical adaptability. As described by Baard, Rench, 
and Kozlowski (2013), adaptability has been defined in different ways; 
e.g., as an individual attribute, as performance, as changes in perfor- 
mance, and as a process. These approaches have different implications 
regarding the malleability of adaptability and, if malleable, appropriate 
methods of training and education. There are also many measures of 
adaptability, with limited evidence of construct and criterion-related 
validity (see Baard, Rench, and Kozlowski, 2013). 

Systems thinking (also referred to as cognitive complexity and 
strategic thinking) involves highly conceptual skills to adopt a big- 
picture perspective to understand complexity, deal with uncertainty, 
and bring about change (e.g., Hooijberg, Hunt, and Dodge, 1997; 
Katz and Khan, 1978; Mumford, Campion, Morgeson, 2007; Zaccaro, 
2001). This construct involves the capacity to create a mental map 
defining and organizing important elements, interactions, and inter- 
relationships among multiple organizational units, subsystems, and 
components, as well as the ability to forecast potential events and their 
outcomes across increasingly longer time horizons (e.g., Jacobs and 
Jaques, 1987; Zaccaro, 2001). This skill appears particularly important 
at the most senior levels of leadership (Hooijberg, Hunt, and Dodge, 
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1997; Mumford, Campion, and Morgeson, 2007; Zaccaro, 2001). The 
complexity of the Army’s organizational structure and operations 
suggests the need for systems thinking in Army leaders. 

Situational characteristics comprise other variables to consider in 
future research on fostering ALRM attributes and competencies. Theo- 
ries of leadership have long considered influences of situational factors 
on leader effectiveness (e.g., see Stogdill, 1950). Throughout this report, 
we have mentioned moderating effects of situational variables, such as 
task characteristics, on the association of leader attributes and perfor- 
mance, but we have not systematically reviewed the role of situational 
factors. We expect that organizational culture is another important 
situational factor to consider. Organizational culture, as defined by 
Schein (1990), consists of shared assumptions that organizational mem- 
bers develop to cope with problems of external adaptation and internal 
integration, consider valid, and teach to new members as ways to think 
about and respond to those problems. Organizational culture and the 
related concept of organizational climate influence constructs relevant 
to the ALRM, such as innovation (Hammond et al., 2011) and ethical 
behavior (O’Fallon and Butterfield, 2005). Moreover, leaders both create 
organizational culture and are defined and created by it (Schein, 2004); 
a recent review by Meredith et al. (2017) describes the role of leaders 
at all levels in shaping Army culture and climate. With respect to the 
ALRM, it is important to understand how task characteristics, orga- 
nizational culture, and other situational factors affect development and 
expression of leader attributes. 

 
Additional Directions for Future Research 

Leadership is a complex construct, and there are many additional topics 
to address in future research. 

First, as we have discussed in this report, some ALRM attributes, 
particularly warrior ethos and service ethos, and military and profes- 
sional bearing, do not correspond directly to established constructs and 
extant measures. Greater clarity about these attributes could facilitate 
leader development and measurement efforts with respect to presence 
and character characteristics, respectively. In addition, as shown in 
Tables 1.1 through 1.3, several established constructs associated with 
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leadership correspond to different attributes within and/or across 
intellect, presence, and character categories. A better understanding 
of associations among ALRM attributes—for example, distinguishing 
distal and proximal predictors (Allen et al., 2014; Chan and Drasgow, 
2001; Van Iddekinge, Ferris, and Heffner, 2009; Zaccaro, 2007) and 
identifying how patterns or constellations of attributes predict leader- 
ship (Foti and Hauenstein, 2007; Zaccaro, Kemp, and Bader, 2004)— 
could foster knowledge to support leader selection and development 
efforts.7 

Second, we have not identified all possible measures of the con- 
structs we reviewed. There may be other instruments suitable for the 
evaluation of ALRM attributes. A related topic is that the reliability and 
validity of measures may not generalize to specific target populations 
and, therefore, may need to be established within the context of the 
Army. 

Third, as mentioned throughout this report, more research is 
needed on a number of attributes with respect to associations with leader 
performance, malleability, and/or development or validation of mea- 
sures. In addition, our discussion of the Big Five characteristics asso- 
ciated with ALRM attributes suggests the need for finer-grained inves- 
tigations. That is, studies vary in the extent to which they measure the 
Big Five at the attribute or facet level. These distinctions are important 
in that some facets might be more malleable through training than 
others (e.g., Roberts, Walton, and Viechtbauer, 2006), vary in their 
association with aspects of leader performance (e.g., Do and Minbashian, 
2014; Judge et al., 2002), or exert opposing forces on performance 
(Judge and Zapata, 2015). 

Finally, our review focused on development of key attributes in 
leaders, but we did not address in detail the role of leaders in develop- 
ing these attributes in others. “Develops others” is one of the compe- 

 
7 Proximal attributes are those that predict leader outcomes directly and often interact 
with characteristics of the situation. Distal attributes are those that predict leader outcomes 
less directly, often by influencing proximal variables. Zaccaro, Kemp, and Bader’s (2004) 
model of leader attributes conceptualizes distal attributes as more trait-like, such as GMA and 
personality traits, and proximal attributes as more state-like, such as social skills, problem- 
solving skills, and expertise. 
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tencies in the ALRM, and research shows that leader behavior is an 
important factor in fostering attributes—such as creativity and innova- 
tion (Hammond et al., 2011; Shin and Zhou, 2007; Tierney and Farmer, 
2011; Zhang and Zhou, 2014), affective commitment (Avolio, Zhu, Koh, 
and Bhatia, 2004; Meyer et al., 2002), and hardiness (Bartone, 2006)— 
in others. Thus, we suggest that leader training and education address 
which attributes are more or less malleable, and for attributes that can 
be changed, provide strategies for developing these attributes in others. 
In addition, whereas this report focuses on ALRM attributes, a com- 
prehensive review of leader competencies could prove fruitful. Taken 
together, these efforts can enhance the Army’s understanding of the 
factors that contribute to effective leadership and can guide leader devel- 
opment and selection practices. 



 

 



 

Abbreviations 

 
 
 
 
 

 
ACQ Affective Commitment Questionnaire 
ADMC Adult Decision-Making Competence 
ADRP Army Doctrine Reference Publication 
AFQT Armed Forces Qualification Test 
ALRM Army Leader Requirements Model 
AOT Actively Open-Minded Thinking 
APFT Army Physical Fitness Test 
ASVAB Armed Services Vocational Aptitude Battery 
CAT computer-adaptive testing 
CPS Creative Personality Scale 
CT critical thinking 
DIT Defining Issues Test 
DOI Decision  Outcomes Inventory 
DRS Dispositional  Resilience Scale 
ECI Emotional Competence Inventory 
EI emotional intelligence 
ELS Ethical Leadership Scale 
EQ-I Emotional Quotient Inventory 
GMA General Mental Ability 
GPSE General  Perceived Self-Efficacy 
GRE Graduate  Record Examination 
GSE general self-efficacy 
HPI Hogan Personality Inventory 
IPIP International Personality Item Pool 
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KSAOs Knowledge, Skills, Abilities, and Other 
Characteristics 

LOT Life Orientation Test 
MAI Metacognitive Awareness Inventory 
MAT Miller Analogies Test 
MEPS Military Entrance Processing Stations 
MMFT Mindfulness-Based Mind Fitness Training 
MSCEIT Mayer-Salovey-Caruso Emotional Intelligence Test 
MTL motivation to lead 
NEO PI-R Neuroticism-Extraversion-Openness Personality 

Inventory-Revised 
NGSE New Generalized Self-Efficacy 
OCQ Organizational Commitment Questionnaire 
OPAT Occupational Physical Assessment Test 
PVS Personal Views Survey 
ROI return on investment 
SJT situational judgment tests 
SME subject matter expert 
TAPAS Tailored Adaptive Personality Assessment System 
TKML Tacit Knowledge for Military Leaders 
UA utility analysis 
WLEIS Wong and Law Emotional Intelligence Scale 
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Army leaders face a myriad of challenges that demand a wide range of 

knowledge, skills, abilities, and other characteristics. Army Doctrine Reference 

Publication 6-22, Army Leadership, delineates the attributes and competencies 

that leaders should possess in the Army Leader Requirements Model (ALRM). 

This study supports the Army’s leadership development and training efforts by 

examining psychological constructs associated with intellect, presence, and 

character attributes specified in the ALRM. 

One objective of this report is to review research evidence for the extent to 

which key constructs can be developed through training and education. Findings 

indicate that some constructs, such as physical fitness, creative thinking skills, 

and resilience, are amenable to change through training and education, whereas 

others, such as general mental ability, are more stable. Other constructs, such 

as generalized self-efficacy and expertise, may be amenable to change, but 

development requires substantial time and effort. 

A second objective of the report is to identify established measures of 

constructs associated with ALRM attributes. For most constructs, there are 

numerous measures available, consisting largely of tests and surveys. Conclusions 

in the report address considerations for selection of measures, designs for 

studying training and education interventions, and recommendations for routine 

data collection for use in job placement and ongoing study efforts. Findings 

from this review are relevant not only to leadership and to the Army but to 

development and assessment of personnel in a wide range of positions and 

organizations. 
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