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,Within the Department of the Army, as is the case with other Federal
agencief .nd private businesses, there is an increasing concern for the
future and the availability of quality leaders to make the transition
from the present to the future with maximum benefit. This concern is
well-founded and warrants examination with the purpose of establishing
the current situation, what is desirable, and a strategy to reduce the
distance between the two circumstances. The issue of military leader-
ship has been receiving special attention for a period of time now.
Perhaps we can draw some conclusions from the work done in that ares and
establish a correlation to the situation of civilian leadership within
the Department of the Army.

V
This study has been conducted to examine the development of mili-

tary leaders, compare the nature of military leadership vis-a-vis civi-
lian leadership, and to propose a stratgy for improving performance in
the area of civilian leadership development. An examination of leader-
ship development in two private sector corpration , Texas Instruments
Inc. and Caterpillar Tractor Company, has been done to provide a balance
to the issue of military versus civilian leadership. Considerable
research into contemporary literature on the subject has been done to
gain an appreciation for the many and varied views on leadership, future
requirements for leaders, and the feasibility of training leaders(-.The
actual training that a US Army officer receives has been reviewed. This
review has included all materiels on leadership from the Reserve Officer
Training Corps (ROTC) Program presented at colleges and universities to
course materiels and programs at the US Army War College. For the
civiian work force, a review of course catalogs from sources such as the '

Office of Personnel Management (OPH) has been included in the analysis.
Based upon the study findings, recommendations were made concerning the
orientation and training of future civilian leaders, and a system for
nurturing and sustaining quality leadership through a proactive approach
to the Department's personnel management program.

ii

A.",.



TABLE OF CONTENTS

Page
ABSTRACT........................ . ..... . .. .. .. .. .. . . ...
INTRODUCTION...................... .. .. ...... . ... .. .. .. .. ... 1
DEFINING LEADERSHIP ......................... 3
MILITARY LEADERSHIP DEVELOPMENT ..................... 5

The ROTC Programri........................6
The US Military Academy Program .. ............... 8
The~ Officer Basic Course Program. ............... 9
The Officer Advanced Course Program. .............. 10
The Senior Officer Progras...................14

'ZADERSHIP DEVELOPMENT IN PRIVATE INDUSTRY. ............. 16
CIVILIAN LEADERSHIP DEVELOPMENT STRATEGY. .............. 19
STUDY CONCLUSIONS.........................24
STUDY RECOMMENDATIONS........................25

444



INTRODUCTION

There has been a growing concern within the Department of the Army

regarding the quality of leadership among its civilian work force. This

concern has been amplified by the results of attitude surveys taken

among the civilian work force. The survey results indicate that military

supervisors of civilian employees were rated higher by the work force

than their counterpart civilian supervisors. The conclusion made from

the survey results was that military supervisors are better prepared to

be leaders than the civilians in supervisory positions.

A core curriculum on leadership is a central part of the profes-

sional military development program. A systematic approach to leader-

ship development exists within the military from pre-commissioning

through the senior service college. In addition, major private corpora-

tions have formal development programs targeted for preparing future

managers with the requisite leadership skills to succeed in the job.

Although the corporations may use different approaches to accomplish

leadership development, each corporation has a lucid and systematic

program for developing its leaders.

In contrast, the Department of the Army does not have a systematic

civilian leadership development program. There is no prescribed

curriculum for Department of the Army civilians which must be followed

as part of a formal program for improving leadership skills. Further,

the Merit Promotion Program makes no connection between qualifications

for positions of leadership and the completion of any formal training

course(s) in leadership or related subjects. Most leadership training

. .... L
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takes place after assignment to a supervisory position rather than as a

preparatory step toward assumption of these responsibilities.

This study has been undertaken to examine the status of leadership

development in the civilian work force and to make recommendations to

improve the leadership development program. The specific objectives are

threefold: (1). examine leadership development in the military and

private sector, (2). compare these two with current programs and

resources for Department of the Army civilians, and (3) recommend a

strategy for institutionalizing leadership developm-nt. as a part of

career planning for Department of the Army civilians.

2\
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DEFINING LEADERSHIP

As stated in FM 22-100, Military Leadership, military leadership is

"i process by which a soldier influences others to accomplish a mis-

sion."'I  The FM further states how he accomplishes this process, i.e.,

"by applying his leadership attributes (beliefs, values, ethics, char-

acter, knowledge, and skills)."'2 In order to draw a conclusion to the

validity of comparing military and civilian leadership, we must examine

the general definition of leadership. While there is no one definition

of leadership that is universally accepted, all definitions which were

examined seemed to touch on the same theme. Each definition expressed

the idea of an exercise of influence by one individual over another

individual or group of individuals for the purpose of accomplishing a

specific task or objective. One definition stated, "leadership is the

accomplishment of a goal through the direction of human assistants."
'3

Another author defined leadership as "the dynamic process of exercising

power to influence employees to behave in a manner consistent with the

prescriptions of the formal organization.'  A final definition, which

placed emphasis on a slightly different angle, stated that "leadership

involves the personal effect of the leader as an instrument of change on

the thinking and behavior of other people.'5 These definitions are

representative of the many that were read in the course of this study.

Running as a thread throughout this study were two basic issues.

One was the question of similarity between military and civilian leader-

ship and the other was the struggle of manager versus leader. In order

to concentrate on the conclusions and recommendations contained in this

34N



study, an attempt must be made to reduce the distraction caused by these

two issues. Although there may be some distinct differences between

these elements, the bottom line is more of a semantical argument rather

than a substantive one. In all the research that was conducted and the

15-20 interviews with top executives, it was evident that terminology

was virtually interchangeable. In other words, one man's leader was

another man's manager.

Many will differ with this dismissal of difference and observe that

leadership and management are mutually exclusive, or at least con-

flicting philosophies. This is particularly true today as the Depart-

ment of the Army wrestles with the conclusion that "a military mana-

gerial mind is emerging, which is harmful to the image of the heroic

leader and successful warrior.'6 A popular view today is to think ef

leadership in terms of charisma and mystical power while management is

viewed with suspicion as a cold and calculating system dealing with

inanimate objects rather than people. What has developed is a heated

debate demanding more leadership and less management for the Army today

and in the future. In actuality, what we probably need is more of both

since they appear to be inexorably intertwined. There are proper roles

throughout the Department of the Army, both in the civilian and military

context, for leaders and for managers. Rather than debate the issue of

leader versus manager, we should recognize the importance of possessing

leadership skills, assure that a strategy exists to provide skills

training and development, and establish a system for supporting the

practice of sound leadership and management skills.

4
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MILITARY LEADERSHIP DEVELOPMENT

In te military, leadership training and education is a natural and

readily ceptable part of the professional education program. Military

leadership can be categorized broadly into two distinct applications.

These categories are small group leadership, usually associated with

combat units, and exerutive-level leadership, or that which is necessary

for larger organizations. For the most part, professional military

education programs deal exclusively with the skills for small group

leadership. While the latter is certainly critical, it pertains to a

relatively small number of senior officers who operate at the highest

echelons of the Depatment of Defense. For purposes of this study,

leadership development will be examined in a context which most closely

approximates that found in the vast majority of civilian work force

requirements. The challenges of small group leadership are many. Pre-

paration to respond to these challenges forms the cornerstone of our

ability to accomplish the Army's mission efficiently and effectively.

Even more basic is a sensitivity for and recognition of the fact that

continual exposure to leadership subjects by whatever means is abso-

lutely necessary.

In the course of this study, the core curriculum for leadership at

various levels of professional military education were examined. These

will be discussed in greater detail in the remainder of this section.

Almost without exception, the subject matter covered at all levels of

military training was duplicated in a course or courses available to

Department of the Army civilians. The difference is that we have not

collated these subjects under the heading of "leadership," but rather
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continue to treat them as either general management or personnel manage-

ment courses. This illustrates further the idea that part of our cur-

rent problem may be one of semantics rather than substance. In the

private sector, many of the same subjects which the military teaches in

a leadership curriculum are located in a training manual under the

section titled "management development." This is critical to the stra-

tegy which the Department of the Army designs for dealing with the issue

of leadership development. Lead:ership development resources may be

readily available at this moment. The problem appears to be a lack of

strategy rather than a lack of available training opportunities. This

will be more fully developed as we discuss the professional military

training programs and compare them to known training courses for Depart-

ment of the Army civilians.

The ROTC Program

The introduction to leadership begins at the collegiate level for

US Army officers. Through the auspices of the US Army Training and

Doctrine Command (TRADOC), the ROTC program at more than 300 colleges

and universities offers a core curriculum on leadership. It is entitled

"US Army ROTC Leadership Development: A Performance - Based Program."

The course was developed by the Applied Behavioral Science Program,

Department of Psychology at Virginia Polytechnic Institute and State

University. The course was ultimately developed under contract to the

US Army Research Institute for the Behavioral and Social Sciences.

The ROTC leadership development program is designed to provide a

cadet with the opportunity to develop those skills which are important

for platoon leadership. The objective is accomplished by providing

cadets with a realistic preview of the platoon leader's job and providing

6



training and practice in leadership principles and skills. The course

is designed to allow maximum flexibility to the instructor. The course

materiels can be covered in as little as fifteen classroom hours or as

great as thirty classroom hours. The materiels can be organized to

spend the longest amount of time upon those skills which are most needed

by the cadets in the detachment. If certain aspects of leadership have

been covered in another course, then less emphasis can be placed on that

materiel. The course is divided into approximate thirds. The first

third provides a descriptive model of platoon leadership while the

following two-thirds presents the principles of leadership and practical

exercises in five major skill domains.

The section on the principles of leadership acquaints the cadets

with major theories of leadership. These are taught through an examina-

tion of common problems and challenges encountered by platoon leaders.

Thu theory or theories most relevant to the specific topic under discus-

sion are examined as part of the course of study. The theories that

are presented provide the best illustration of the leadership principles

which are being discussed.

The skills and exercises section provides instruction and practice

in five major skill areas. These include communication, human rela-

tions, organizational structures, power and influence, and management.

Within each skill area exercises are coordinated with the written text

to provide cadets the opportunity to develop these skills. The lesson

on management skills is the most extensive and is divided into four

sections: (1) problem analysis and decision making; (2) planning and

organizing; (3) delegation and control; and (4) integration of manage-

ment skills. Each of these four sections includes a discussion of 4

relevant theories of leadership. Skill sections and exercises are

7



provided for each area. A copy of the ROTC course outline is attached

at enclosure 1.

The US Military Academy Program

The United States Military Academy at West Point (USMA) has pro-

duced a leadership textbook, its third in fifteen years, for use in an

academic course by students and faculty engaged in the study of leader-

ship. The textbook was written to develop a conceptual framework which

would capture the complexity of the leadership process in formal organi-

zations all the way from the perspective of the individual members (in

their roles as leaders, peers and followers), through the social and

wrk groups to which organizational members belong and in which they

work, through the level of the complex organization consisting of a

number of formal and informal groups, all the way to the environment

within which any formal organization attempts to achieve its goals and

over which the organizational leader may have little or no control. The

focus, throughout this text, was on the leader and those phenomena which

affect the leader's attempts to influence organizational members to

achieve goals prescribed by the organizational leader. The knowledge of

leadership upon which the text rests was taken primarily from the disci-

plines which study human behavior at the levels of the individual,

group, organization, and society: psychology, sociology, organizational

behavior and anthropology. The theory research, concepts, and applica-

tions of these disciplines presented in this course work are appropriate

for any general study of leadership. They are also consistent with the

demands of leadership in military organizations including the deadly

crucible of combat.

FF
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The USMA leadership development experience is divided into five

basic sections/subsystems: individual subsystem, group subsystem,

leadership subsystem, organizational subsystem, organizational suprasys-

tem. Unlike the ROTC program, this program does not restrict itself to

platoon leadership. Although it provides some parallel to the ROTC

curriculum, it covers subjects in greater detail and for a larger con-

text beyond the platoon. Subject areas include: motivation, stress,

group process, decision making, communication, counseling, organiza-

tional influence and ethics. The materiels in the text are generic in

the sense that they are appropriate for any student of leadership.

Where direct application to a situation likely to be faced in a military

context is desired, a brief illustration or case study is written in the

text within a special bordered area. The flow of the leadership mate-

riel in the remainder of text is not interrupted. The principles of

leadership are learned first and then their application to the military

environment. A copy of the table of contents from the USMA textbook is

at enclosure 2.

The Officer Basic Cgurse Program

The initial leadership development which a US Army officer receives

upon assignment to active duty is at an appropriate officer Basic

Course. The Program of Instruction (POI) for the leadership core curri-

culum in these courses is 48 hours in length. The course is designed to

provide the background and skills needed to successfully interact with

individuals and groups and influence them to accomplish a task or mis-

sion. It includes current military leadership theory, military profes-

sional ethics, Army leadership doctrine and leadership styles. The
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course uses FM 22-100 as a basic text. The role of the leader as a

teacher and group dynamics are also stressed.

The subject of leadership is treated in five separate and distinct

ways. The first enables the student to apply leadership techniques that

provide direction to subordinates to accomplish the mission. It places

emphasis on problem recognition and initiation of leader action, deci-

sion making and planning. The ethical considerations of decision making

are also addressed. The second element enables the student to apply

leadership techniques that assist in implementation of plans and deci-

sions. Supervision and resource management are stressed. The third

element allows the student to relate theories of motivation to practical

experiences that occur in the military. Emphasis is on how the junior

officer can employ these principles to enhance the motivational climate

in the unit and on the leader's responsibility toward alcohol and drug

abuse, equal opportunity and the concept of stress management. The

final area is battlefield leadership which enables the student to gain

an appreciation for the complexities of leadership on the battlefield

with emphasis on actions designed to manage the stress caused by fear

and maintain unit cohesion. Leadership, as a specific topic, consti-

tutes approximately one-half of this core curriculum. The remainder of

the curriculum is devoted to a study of communication, counseling,

ethics, team building and two practical role-playing actions in coun-

seling.

The Officer Advanced Course Program

The Officer Advanced Course provides the next opportunity for

programmed leadership training in the professional military development

program. The instruction builds on the materiel presented in the basic

10



course. The course provides an opportunity for self-examination of

personal preferences for leadership as well as lecture/discussion on

general principles and theories of leadership. Response to Power Model

and SAS/RI test instruments are used. The Hershey-Blanchard Situational

Leadership Model is also utilized. In these exercises student's identify

their preferred or actual style of leadership/followership. A contrast

of individual leadership with organizational leadership is made. The

subject of responsibility in special areas such as alcohol and drug

abuse and equal opportunity are discussed as they were in the basic

course. A case study on leadership is utilized which requires a systems

approach to analyzing the actions of three identical platoons, each

given the same mission to perform in identical conditions. The students

determine which processes aided/hindered successful mission completion.

A class on battlefield leadership is designed to identify factors that

promote fear, panic, stress and psychological battlefield casualties,

and to identify/apply preventive and corrective countermeasures. The

capstone of this leadership core curriculum is a symposium on planning

the assumption of command and planning actions to take when "taking

charge."o

The advanced course provides techniques for identifying important

personal values and goals and determining their effect on ethical deci-

sions. Students are exposed to and contrast theories of motivation:

MacGregor, Maslow, Hershberg, and their own personal theories. They

then learn to distinguish between internal and external motivation and

when each is applicable. Students are taught to recognize and overcome

11
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barriers to effective interpersonal communication, to ensure that com-

munication modes complement rather than contradict each other, to soli-

cit feedback and listen for content and feeling. Personal and perfor-

mance counseling are also taught. In the area of decision making and

planning, students are given the results of an assessment and must

select an appropriate technique to formulate objectives, gather perti-

nent information, analyze and compare alternative methods, acquire and

allocate resources (including time), and select the alternative(s) that

accomplish the results desired. The total program of instruction for

the leadership core in the advanced course covers 48 hours of classroom

and/or exercise time.

The purpose of the Advanced Officer Course is to transfer skills.

The skills which are focused on are:

- influencing others

- motivating

- communicating effectively

- counseling

- solving problems

- making decisions

- teaching/coaching

This serves as the guiding philosophy for developing and maintaining

leadership instruction at the various service schools. The specific

goals in support of these desires are:

1. Make instruction experiential (performance oriented).

2. Skills transferred will be appropriate for use in the AirLand

Battle.

3. Skills taught will challenge students' intellect, maintain their

interest, and trigger in them a motivation for self-grovth.
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4. Skills taught to NCO, WO, Officers will be doctrinally linked

(sequential, progressive, and mutually supportive).

5. Instruction will increase students' understanding about the

unique relationship of leaders and followers.

6. Skills taught will enable students to act effectively in situa-

tions that challenge their personal and professional abilities.

Work also is being done on a block of instruction at the Field Artillery

School, Fort Sill, Oklahoma on a transfer of certain management skills

useful to a mid-level executive. These are:

Personal Skills

- t ime management

- stress management

- delegation

Organizstignal Skills

- systems view of an organization

- how to assume command

- conflict management

- meet ing management

- planning

- Organizational Effectiveness (OE) resource

In summary, the Leadership Core Curriculum (LCC) is designed to

provide an opportunity for US Army Officers to act like leaders, rather

than study about leader actions. The academic level is geared toward a

college graduate level. The basis for instruction is the small group

process. Leader roles within the groups are rotated so that everyone

can experience and exercise leadership roles. Instruction is based on

j 13
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the adult learning process. The training packet is designed to make

maximim use of simulations, games, practical exercises and role play.

Students must apply or discover through the exercises the leadership or

instructional objectives. Ethics instruction is integrated into the LCC

for the purpose of reinforcing the ethical requirements for leaders and

to show the ethical considerations in all aspects of leadership. Copies

of the POI for both the Basic and Advanced courses are at enclosures 3

and 4.

The Senior Officer Proyrams

The next level of leadership development in the professior , mili-

tary training program occurs at the US Army Commsand and General Staff

College (USACGSC). A 47-hour Leadership Subcourse is integrated over

the entire year and presented in a multimedia lecture, seminar, guest

speaker, case study, and individual study format. The purpose of the

Leadership Subcourse is:

I. To provide the student an opportunity to study and apply sound

leadership techniques which address a sequential and progressive

development of the traits, principles, and the Professional Army Ethics

in a BE-KNOW-DO format.

2. To provide the student an opportunity to hear senior Army

leader's views on leadership.

3. To provide the student with interpersonal skills required to

establish a leadership climate in unit and staff organizations.

4. To provide the student with a leadership framework to develop

excellence in staff operations in a high technology environment.

The course, presented over the enLire academic year, consists of

the following subjects or lessons.

14
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- introduction to leadership

- t ime management

- understanding group functions

- staff operations in a high tech environment

- team building

- values

- communication

- stress management

- creative problem solving

- ethics

- professional development of subordinates

- various case studies and group exercises

The final step in the professional military development program for

leadership is presented in the curriculum of the US Army War College.

The first subject area covered when the school year commences is a block

of instruction, reading, and small group exercises in command, manage-

ment and leadership. This instruction provides the cornerstone and

foundation for the entire year of academic study. There is particularly

heavy emphasis on self-evaluation, physical condition, and stress manage-

ment. The program makes use of the Contingency Leadership Model (Lead

Self-Lead Other), Firo-B, a values exercise, and the Myers Briggs Type

Indicator (MBTI) as methods for getting in touch with personal leader-

ship characteristics and preferences. For Army officers who have never

done this, it is a very revealing and worthwhile experience. Later in

the academic year an elective course is offered entitled, Executive

Skills: Assessment and Development. It consists of a minimum of 40

classroom hours utilizing in-basket exercises, negotiation role play,

and subjects such as time management and delegating. The subject of

15
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leadership is explored thoroughly throughout this advanced course. A

self-paced program is being developed for AY85.

LEADERSHIP DEVELOPMENT IN PRIVATE INDUSTRY

As part of this study, an examination into the practices found in

the private sector was undertaken. Visits were made to Texas Instru-

ments in Dallas, Texas and to Caterpillar Tractor Company in Peoria,

Illinois. Two diametrically opposed concepts to leadership development

were evident from the on-site visits and interviews with senior level

executives in both companies. At Texas Instruments, for example, lea-

dership development was a function of progressively more challenging on

the job experiences. Caterpillar Tractor stressed mobility, formal

training programs, and diversity of job experience. The company "cul-

ture" at both corporations was distinctly different. The "culture" at

Texas Instruments was decidedly "Texas" in its orientation. A very

informal atmosphere marked by a short sleeved shirt environment was the

rule at Texas Instruments. It was the first thing I noticed upon arri-

val for the initial interview with a vice-president who greeted me in

shirt sleeves and no tie. Caterpillar Tractor, on the other hand, was a

more traditional business headquarters with three-piece suits well in

control.

The expressed view by all individuals that were interviewed at

Texas Instruments was that management development occurs through on-the

job experience. The "sink or swim" approach to individual growth was

quite evident. Some individuals expressed it during the interviews as a

"survival of the fittest." The accepted approach at Texas Instruments

16
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was to identify "comers" and give them opportunities to learn and per-

form on the job. For those identified as "comers" there was a series of

management initiated moves with a 2-3 year stay at one job before moving

on. At Texas Instruments a concerted effort was made to match these

high potentials with good managers with the idea that talented managers

generate talented subordinates. This constituted a system of mentors

for developing high potential employees. Formal training, however, was

the responsibility of the individual to pursue on his or her own. At

Texas Instruments there was also an attempt made to identify potential

replacements at each level of management and to create understudy posi-

tions where possible. The only corporate sponsored training that was

evident was a rudimentary basic supervisory development course.

As stated earlier, the environment at Caterpillar Tractor was much

different and tends to follow more traditional values about management

development. Caterpillar Tractor has a corporate strategy for manage-

ment succession. High potentials are identified by the senior vice-

presidents. These individuals are considered capable or ready now to

move up two or more steps on the corporate ladder. A career development

worksheet, similar to the Armys Individual Development Plan (IDP) is

used to plot a program tailored to each individual's needs and poten-

tial. The corporate officers at Caterpillar spend a great deal of time

on career planning and development. A special staff officer, reporting

directly to the President, meets monthly with the top seven corporate

officers to discuss career planning. A very positive attitude toward

management development and career planning emanates from the very top of

the organization. The corporate "culture" at Caterpillar Tractor is pro

management development.
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The foundation of the management development program at Caterpillar

Tractor is called "New Supervisor Selection and Training" (NSST). The

program objective, accomplished in five phases, is to provide qualified

personnel for first level shop supervisory assignments. A synopsis of

the program is attached at enclosure 5. It should be noted that Cater-

pillar Tractor is a production oriented corporation and that its top

leadership comes from the production (plant) side of the business. For

college graduates, who become general office supervisors, a three-phased

developmental program is available. These phases are: Orientation into

Caterpillar Tractor, office supervisors seminar, and any number of

management development courses available in a Caterpillar Tractor Course

catalog. Besides formal classroom instruction, tLe company utilizes

lateral reassignments for developmental purposes and stresses diversifi-

cation in its managemnt staff. The lateral reassignments are across

functional lines, e.F., marketing into sales.

The formal training courses available to Caterpillar Tractor

employees covered the spectrum from Basic Communication to nine-week

programs at MIT or Carnegie-Mellon University. It was like reviewing a

catalog of government-sponsored training for Federal employees. Similar

to the Federal sector, Caterpillar was undergoing some budget short-

falls, and as a result the training and development program was reduced

in scope. While there was evidence of a positixe top down approach to

management development, self-development was being stressed recently

over company sponsored training. Even lateral reassignments were lacking

as a means of individual development.



CIVILIAN LEADERSHIP DEVELOPMENT STRATEGY

In order to become an effective leader an individual must accom-

plish three basic things: (I) development of a conceptual knowledge

abou, the leadership process, (2) training and experience in order to

acquire leadership skills, and (3) personal commitment to the values of

the organization. Learning about leadership requires self-discipline,

concentration, practice and patience--as well as a matter of ultimate

concern. As the Caterpillar Tiactor Company has done, the Department of

the Army must develop and demonstrate from the top down a positive and

proactive approach to leadership development among the civilian work

fcrce. The attitudes of managers and supervisors at all levels must be

changed. If junior leaders are going to grow, a positive environment

must be established from the top down. The Army's Corporate "culture"

.ust be one of delegation and risk taking. If not, then those who

follow will learn by the example of their superiors and leadership

development will have an empty meaning.

The proposed strategy for the Department of the Army is threefold:

orientation, development, and refinement. The Orientation Phase is

basically designed for interns at the GS-5 thru 9 grade levels. The

Development Phase ib generally structured to meet the needs of GS-11

thru 13. The Refinement Phase is for GS-13 and above. The Senior

Executive Service is a special category is not dealt with in this propo-

sal.

The basic problem, as determined by this study, is that while the

formal training courses are readily available, there is no programmed

schedule of courses which are universally known or used as supportive of
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leadership development. This became evident as the POI's for profes-

sional military development on leadership were reviewed and compared to

off the shelf training courses available to Department of the Army Civi-

lians. Leadership development has been going on for some time, but

nobody has recognized it as such and there has been no systematic ap-

proach taken to assure people know about these courses and are scheduled

to attend them.

Based on the content of the military professional development

progran on leadership, courses appropriate for Department of the Army

civilians at each phase of their development are as follows:

Orientation Phase, GS-5 Thru 9

Office of Personnel Management (OPY)

- Managerial Decision Making

- Supervision and Group Performance

- Comrnunicating and Counseling

- Management of Time

- Creative Problem Solving

- Understanding and Managing Human Behavior

- Comnunicating and Counseling For Non-Supervisory Personnel

- Managing Job Stress

Department of the Army (DA)

- Basic Supervision

- Management Skills Improvement Course

- Leadership Course

Local College Seminars/Courses

- Communication

- Counseling
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- Team Building

- Ethics/Values

- Motivation

- Leadership (Individual and Organizational)

- Group Dynamics

- Stress Management

Development Phase. GS-11 Thru 13

Army Management Engineering Training Activity (AMETA)

- Management of Managers

- Management Development Seminar

- Dynamics of Employee Behavior

Office of Personnel Management (OPM)

- Advanced Management Seminar

- Conference Leadership

- Executive Coaching

- Management and Group Performance

- Management of Time

- Managerial Decision Making

- Middle Management Institute

- Leadership and Supervisory Institute

- Basic Management Techniques

- Personal Skills Development Seminar For Management Team Members

- Seminar For Organizational Leadership

- Advanced Understanding and Managing Human Behavior

- Advanced Creative Problem Solving

- Interaction Management

- Developing Subordinates
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Department of the Army

- P rsonnel Management For Executives

- Education for Public Management

- Armed Forces Staff College

Refinement Phase, GS-14 and above

Army Management Engineering Training Activity (AMETA)

- Managerent (ourse Fcr Commanders

- Advanced Management Course

- Management of Managers

- Dynamics of Employee Behavior

- EmerFing Trends in Management Technology

- Executive Round-Table

Office of Personnel Management (OPM'

- Advanced Management Seminar

- Executive Leadership Seminar

- Managerial Decision Making

- Seminar in Executive and Management Effectiveness

- Improving Executive Effectiveness: Health and Fitness Strategies

OPM Executive Seminar Center Programs

- Management Development Seminar

- Executive Development Seminar

Department of the Army Centrally Funded Schools

- Alfred P. Sloan Fellows Program

- Education For Public Management

- Army War College

- Industrial College of the Armed Forces

- National War College

22f
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A Leadership Development Program for Department of the Army civi-

lians which parallels the professional military development program is

quite feasible. This study points out that the means for developing

leadership among civilians are in place; the missing link is a compre-

hendible strategy for making it happen. There is no dearth of available

training courses, seminars, and conferences designed to improve an indi-

vidual's leadership skills and abilities. There is, however, a plethora

of Department of the Army civilians, in leadership positions, who

believe they are either good leaders already or else believe they will

not benefit from further exposure to the concepts of leadership in a

training mode. This is why a strategy is so essential for success in

improving the condition of civilian leadership throughout the Army.

One of the major reasons for the lack of civilian leadership devel-

opment, or at the very best its sporadic development, is the fact that

there is no single individual that accepts responsibility for assuring

that it happens. It is inconceivable, for example, that a commander

would allow an officer to be charged with responsibilities of leadership

without a concomitant assurance that the officer was adequately prepared

to assume a leadership role. This does not happen with regularity in

the case of Department of the Army civilians. Unimaginative bureaucrats

cite chapter and verse from Federal regulations on various prohibitions

on "training for advancement." What is even worse is the situation that

typically exists when training stops after an individual assumes a

position of leadership. We have got to assume responsibility for as-

suring that our leaders are adequately prepared. It is not enough to

rely on an individual's self-interest as the catalyst for further devel- J

opmental experiences. What is required is an aggressive and dedicated
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team of commanders, top managers, and training and development special-

ists. The potential is here with the Performance Management System and

the Individual Development Plan. These items must, however, become the

meaningful living documents that they were intended to be. If not,

leadership development will continue to receive lip service only and not

the sincere and aggressive support from those who can influence it the

most

STUDY CONCLUSIONS

This study was not undertaken for the purpose of enumerating the

various training opportunities for civilians in the area of leadership.

Rather, it was undertaken for the purpose of examining professional

military development programs on leadership to determine what, if any-

thinF, can be duplicated or made available to Department of the Army

Civilians. I will, therefore, draw some conclusions from my study of

leadership development for military officers and what we know can be

made available for their civilian counterparts in order to make a recom-

mendation for a Department of the Army strategy on leadership develop-

ment in the civilian work force.

The basic conclusion of this study is rather simple and straight

forward. The leadership training provided to an Army officer in the

course of his or her career is based on current trends in leadership

theory within academe and is virtually generic in nature. In other

words, it can be taught on any college or university campus or to

practically any group of people in business, government or industry. It

possesses every quality of universality that one can achieve for such a

subject. Only in special areas does the training tend to orient itself
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more toward the exclusive domain of the military, i.e. the military

profession, battlefield leadership, and command. The management theories

and leadership styles discussed in the various courses studied are all

taught at the graduate or undergraduate level.

The result of these studies into how the military develops its

leaders, how Department of the Army develops its civilians, and how

private industry approaches the problem is straight forward and rela-

tively simple. The specific conclusions are:

I. The leadership subjects taught in the professional military

development program are identical to those taught to college students,

Government employees, and managers in private industry.

2. Successful corporations use vastly different approaches to

developing managers and supervisors.

3. The perceived difference between military leadership require-

ments and those required of civilians can be reduced to one special

situation: the battlefield.

4. Leadership development in the civilian work force can be

improved by developing a strategy for education and development from

entry level interns to the Senior Executive Service.

STUDY RECOMMENDATIONS

The following are recommendations for putting a leadership develop-

ment strategy in place for Department of the Army civilians, some of

the recommendations can be implemented easily while others are more long

range in nature. The study pointed out, however, that a great number of

courses appropriate for leadership development are already in the system.

What is apparent is that we have not viewed them as "leadership courses"

per se. As stated earlier, we do not have a universal definition for
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leadership. Even more difficult to find is any sort of concensus on how

to develop leaders. We do know that traditional management functions

consist of: planning, organizing, staffing, directing and controlling.

Perhaps we could say that leadership is everything else. The point here

is that leadership development can take place with current resources.

The Department of the Army can duplicate the professional military

development program within the existing infrastructure of the training

and development program by adopting the following recommendations:

I. Create a positive attitude, from top management down, toward

continuous self-development and learning among Department of the Army

civilians in leadership skills and abilities.

2. luad by example. Managers should be encouraged to serve as

mentors for employees with known potential to become supervisors and

managers. Performance appraisals of supervisors and managers should

reflect their efforts to develop subordinates.

3. Leadership development is not one dimensional. Training

courses are not the only way to address the problem. Developmental

assignments, beyond the intern program, should be utilized. These can

consist of relatively short-term assignments of 90-120 days, including

TDY. This has been done successfully in the Ohio River Division, US

Army Corps of Engineers.

4. A benchmark should be set of one training course or

developmental assignment/effort conducive to leadership development

every 12-18 months for all incumbent supervisors and managers. Self-

improvement should be at the top of every manager's list of things to

do.

5. Related to the training benchmark, an effort should be made to

link leadership development activities to promotion evaluations. This
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is an essential cornerstone in the professional military development

program.

6. More training courses should be brought "on post." It is

obvious that the dollars do not exist to increase the number of people

attending training courses on a TDY basis. Training dollars can be

maximized in their efficiency by bringing trainers and developers to the

employees. This concept needs to be institutionalized.

7. Publish a Department of the Army handbook or pamphlet outlining

a professional civilian development program on leadership which covers a

career from the intern program through to the SES. A strategy can be found

ir. the earlier part of this studv. Make certain courses mandatory on a

universal basis in all Department of the Army career programs.

8. The Leadership Course currently being developed for the Depart-

ment of the Army should be made available to all employees parti-

cipating in a supervisory development program.

9. Institutionalize the Army's Training philosophy, e.g., Corps

commanders train Division commanders, Division commanders train Brigade

commanders, Brigade commanders train Battalion commanders, etc.

10. Self-assessment tools should be an active component of any

leadership development program, e.g., Lead Self-Lead Others, MBTI.

11. Keep it simple.

This study points out several important facts: military leadership

and civilian leadership are similar; leadership training courses are

available in the system today; there is no strategy for developing

civilian leaders; successful corporations use different approaches to

developing leaders; and, top management support is critical to improve-

ment in this area. If the Department of the Army is going to make
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meaningful improvement in the development of its civilian leaders, it

must provide an established and systematic approach across all func-

tional lines. This is a management program and until top management

becomes concerned we will not experience any noticeable improvement.

The study proposes only one approach to dealing with the problem. The

impcrtant point to be made is that the appropriate developmental resour-

ces are in place. A civilian professional development program should

not be delayed further.

BE ALL THAT YOU CAN BE!
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INEFANTRY OFFICE:R BASIC COUFRSE
( IOBC)

LEADERSHIP 1*01 AS HOURS

(Pl~tT PROGRAM1)

PN-owlr I TITLE AND SCOPZ ILE.AkKv:
AND H(l R-,

(L,.B:0 TNwT1~ O MILITARY LrADERS4IP. Provides the Infantry Officer basic
A. hre Cour-se -stude,t with the background and skills to successfully interact with

Individuals and groups and influence them to accVmplish a t80S or mission.
Introduces current military leadership theory, military professional
ethics. Army leadership doctrine and leadership styles.

CL9521 AR"~q LEAVWRSHIP - T1H! FOUNDATION. Provides the Infantry Officer Basic
1. hr. Course student with an understanding of ideal Army values frou the per-

opective of their importance to the profession and their function in
establishing standards for the military professional. Personal and
National values ore addressed to understand their relationship with Ideal
Army values and their impact on the officer's behavior. Also provides
the student with a basic understanding necessary for establishing
and developing proper and effective duty relationships with Noncossnis-
sioned Officers, Warrant Officers. superior* and peers on his first duty
ass ignment.

CL9522 A RKY LE A DERSHIP - PROFESSIONALISM. The role of the leader as a teacher
3 Hrs is emphasised and group dynamics and processes are Introduced.

CL91?3 CO Ul1NICATION - TPE LEADER'S MEDIA. Enables the Infantry Officer Basic
2 hr. Course student to describe the communications process and the process

for analyzing communicat ions situations. The concept of Followership
and its impact on commnicating with superiors and the communications
techniques that establish good communications with subordinates are also
discussed.

CL9B'.. COUNSEL ING. Provides the Infantry Officer Basic Course student with the
3 hisa fraru~ork necessary for development of basic counseling skills needed by

a platoon leader to assist his subordinates in solving practical. on-the-
job, day-to-day, soldier centered problems.

CL9B25 LEADERSHIP TRAT DIXECTS. Enables the Infantry Officer Basic Course student
3 hrs to apply leadership techniques that provide direction to subordinates to

accomplish the mission. Emphasis is placed on problem recognition and
initiation of leader action, decision making and planning. The ethical
considerations of decision making are also discussed.

CL9526 LEADERSHIZP THAT lMPLVMNTS. Enables the Infantry Officer Basic Course
3 hr. student to apply leadership techniques that assist In Implementation of

plans and decisions. Supervision and resource management are stressed.
Actions taken when confronted by illegal, unethical or incompetent direc-
tives or situations and institutional pressures are explained through a

case study.

CL9309 COU'NSELING LAS 1. Provides the Infantry Officer basic Course student
3 bra the opportunity to conduct and observe personal and performance counseling

sessions using Interactive Videodisc or structured role-play. Sessions
ore conducted in small groups under the control of a faculty evaluator
using peor and evaluator critique.

CL9327 LEADERSHIP TKAT MOTIVATES. gnables the Infantry Officer Basic Course
3 bra student to relate theories of motivation to practical experiences that

occur in the military. gmphasim is on how the Lieutenant can employ these
principles to enhance the motivational climate in the unit and on the
leader's responsibility for role modeling proper behavior.
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TITIt ANtl SCO)PP! P A;
,

CI.q P2 SPFCIAI IFADRSHIP I StM. Provides the Infantry Officer basic Course

A his student vith an understanding of the leader's responsibility toward the
ArmY Dru. and Alcohol Prevention and Control Program and the Army Equal
Oppoltur'ity pt(giam vith emphasis on the issile of women in the Arny.

Additionally. the concept of Stres Management to introduced.

CLP124 ETHICS IN WAR. Provides the Infantry Officer Basic Course student vith

2 hra an understanding of the leader's responsibilities In regards to customary

and written rules of war and the ethical issues of war.

ClPq3 SOLDIER TEAM DEVELOPMENT. Provides the Infantry Officer Basic Course

4 hr student a framework to apply in taking charge of a platoon. The importance

of assessment is stressed as a tool for accurately identifying unit strengths

end veaknesses.

CL11 BUILDINC THE COHESIVE TEAI. Enables the Infantry Officer Basic Course

3 his student to apply principles of developing subordinates and team building

in a manner that enhances unit cohesion.

CL1FIl COLINS~t.ING LAB II. Provides the Infantry Officer Basic Course student

3 hrs the opportunity to conduct and observe personal and performance counseling

sessions using structured role-play. Sessions are conducted in small

groups under the control of a faculty evaluator using peer and evaluator

critique.

CLQB32 EVALUATINC T)IT COHESIVE TEAM. Enables the Infantry Officer Basic Course

2 his student to analyze courses of action proposed to improve cohesion in a

unit and prescribe follow up actions to reinforce improvements and strengthen

weaknesses.

CIqF) BATTLEFIELD LEADERSHIP. Provides the Infantry Officer Basic Course

2 his student with an appreciation for the complexities of leadership on the

battlefield. Emphasis Is placed on actions designed to manage the atrees

caused by fear and maintain unit cohesion.
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k 1iFrATrMY OITICER AY2.C! CO't I,

A.'~ k~t~TITLE AN.D SCOPEZ

CL.5.01 CU'TIts OF co, 'W%& ln -oduczton to Program of Instruction.
I lhr *dolineIcont-jast Cr'-9so%.. 'n-a..Isen. D-cisi.)n uIgand

L Jershir. Cont~j4i Indjv.- 't :*th orpiniaEional 1eec~vrsbip.

M LCO! tXTR0flU_-Tt4 TO 4IL!TA-RY P1nOFF5StO'%A_. I.-S. Informs, the stud=
* I hr about the njLtte .~d gOEz UtProto.siona. '.-cs lostructIO!..~~~ ~~~~~ ~outlines the course and isrqica:.e~.*~ h eain

~K~!;~: *~3 I ~-ship between ethics ajid leadership.

*CLSC6 CASE STUDY 1. Provide realistic contemporar) ethical dilemnas
I hrfor discuision. Demonstrate* the couplexity of ethical issues

and the need for sourd problea-solvlnq strjeazy. Builds etude2j:
Interest and involvoment and eacab1Lshed the classroom environ-

0 ment necessary for subsequent discussions and deliberat Ions.

CLSC03 Tff1 Snt.DI"t SYSTTMI. Students Identify their preferad er ccual
2 hra style of lcidership/foll.m.ersh~p by mean~s of Respons, to a ust

Nadel and SAS/RI test 111.4truoents.' Situational Leadership
(Heasy-B Iant hard) Is discussed In contrest to IM1

CLSC04 VALUES- TIM lNDlVISUAL AND THE PROrESST01. Provides techniiques

2 hr. for~~ detf im.portant personal vaLjes and to&]$ and dater-1!mining their effect on ethical decisions. Ar.ulyzes howe person&!
values Interact wlththcse of the proceson of arm.s. DiscuisesA the unique values of the profession and thei~r t~pact an mfasion
accoeplishment. public trust and profesiunal life. Addressed
also art potential conflicts and the officers' *4zb.

e~ ~ CLSC35I "OTIVAT1O0I. 1tie students are exposed to 2nd contrast Lbearleg c!
3hbra motivation: iMacCretor. taslow. HergberK ad thai: ow~n theories.

-e They than learn to distinguish between inttmal and external ~:
vation; determine wh~en Internal and enternal motivation'1. appli-

-. cable; recognise the relationship of reward-puskishment to intiva-
glen; apply revsrd-punishoent equitably: Ittegrate irdv~dual zre

- ~ *.. A4 expectations with orgainizatioal requlrecents; help subordizia."
aapt to hstiga.

lXT~EP~C'L C XJICAT!39S. The students are taught fnrecor=s14 ~ ~ b~3r. ad ovroebacriers to eltctive Interpersonal co~wunicstion. t

~ Ii nsure that cornunicatlcns ode co~pleert rather tan contrad:J each other. to solicit feedback and Iliten for Content and fee!.~g.
Students are taught the echanics of preparing and conducting
personal (Includes career) and perforw.nce coiaaling eisA bow to
Implement a unit couanseling training prolras.

'.4 *.., e CDI'k"4 PCLIC'r. Students sT* taught Armv polvicy'on, delegaion ofa
:J -,02 bra authority. assigeing resoonsIbIlit. %~At renteral areas are 1.3

Li officer geaponsibilitias. how to assign tasks. haw' to reaogize
Sand correct organizational coccanIcations pro~bletas.

Ct-SCio MW'lA. U!_O!f!!LEY AN- CASE STUD' 11. DIs:Insulehee botween
2hss ll and coral rson h.1 ty &:, discuss*% the officers' ixiher=

obligztIons in ac1 ar:3. Adressed attitudes vnich 1sf lsaeza: tne
fsfu ce 0f theu.e obltis ad Pr-..des an opportuni1ty to

&I dealthi these losses thic-upte% a case stuiv. Provide& avauples-v'
P *~ .ethir-t confliict.- !or discussio and applltatton, of the rzhlc~ahJ~ .;dbci~i-%,s "g process.
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I | - I

1Nfi(TlMY OFrtcr A V'e.C C O4St
(IOAC)

AND -o1'-R_ TITLE AJD SCO!'t

CLCIl SrECIAt LE DEPSIAIP PROBI r'S. DA Alcohol/Dcuq Abuse and Equal
4 , )Nrs Oportunty rolicy. Lnit o-uPnJvr*, re.pinvibil!:..s to _-_ple-

s'nt both. Include, astfInent and use of (muale so!Zle s IAW
current pol icy.

CtOC13 ,14E EFrr7',VE COz Dvq-Jq. Fl1ns/actfons to control co--,nder.

3 hrs organizat tonal and subordinate Lpositluns on tei. octrine.of'
conpletej staff action: prlnclolea b delcatlon. a.tic±ipatioo.
cooperation and coapile as used to fill up tim for eelf-

7 Ieosed reriLremats.'

CLOCI' ROLE t OELI.C TN TM. .ItC CL.V.TE. Points to the lopact that
I hr this critical leade.shkp concept hss on the ethical climate in

whtich the company gradSe cificer operates. Discusses ethical
role*-odeling responsibilities and opportunities towards subor-

•* dinats,. peers and superiors.

- CL3CO 3 .IATLA OT A INrT. The first of three classes on organizational

3 hre leadership. in this close students analyse a unit by Identifying

couponent parts and Lateractions and catalogl.g ialor=Jtiao oshour

. ... the unit in such a can er to identify sttengths and wealneases.

CLSCl6 .. STTTO(AL PRESS'YES. focuses attention on so of the .rei...i

I hr lations. policies and .raLtlces in the profession that have poren-
) tially negative ethical co-%qaquences. Provides opportunity for

S.their in-depth Ovaluetinn and the creation of potential remdie.

CL5CI7 LTADERS'IP CAST. STUDY. Second of three classes. he students af

3 hrs a systeoz approach to ansy:tnq the actions of three identical

'V platoons. each give, the &aor mission to perform to identical
conditions. Students deterolne which processes alded/hindereA

successful mission completion.

v4 bra -gyes results of an se ssont "ad must select an appropriate
technique to formulate o:jectives, gather pertaineat Information.

analyze and coopare alternative methods. arquire and allocate

reeources (including time), and select the alternative(s) that

accomlish theroult -desired. Organizational ie~adeship deals

vIth techniques for ls'urin4 orders. overcoming reslsisnce to chamRe.
end fundamental@ of supervisiont o Include Inspection). USA.C,

O1C presente 30-40 minutes informacion brifing on 0% responal-

CLSC20 K1WCAL DECISTO MI GC. Offers a means for analysis and reso-
1 br lution of ethical problems in the profession. Values conflicts

am* the use of ordering principles are addressed.

L'C22 LECT-ATE DISSrT A.%ND CASE STMDT I?. Addresses officer's
2 bra respc,13ibility to question illegal or Inappropriate orders.

Dime"uses techniques for respondinq to subordinates or superior*

that are consistent with military order and dOsci;line. trovides

addttioml opportusity to exercise t.* de,'islio-omking process
&ad apply moral techniques in cOnteeporar7 Situations. Applies

Iaatryction provided In lesons on Institutional pressures, lolo
* dllng Legitimate Dissent.
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i| A.TUT orrlCC ADVANCE CouRsF.
(zoAc),,1hfl'z OSC

ri05ot Ni.) -

AND HtRS TITIT AND SCO'E R r ,T-F

CLSC.A TFACH INC P tOFrSSIONAL EThICS AI'TmIE ET IICAL prio-rSSONAL.
2 hr. Xpplyini matcrial Iroo all ear.ieLr i.sons. stud..ts d'velop

the sentence outline of lesson plan wihich con be used to their
next assIgnc ent. trrvious lverntnR is rein forced and Inter-

allied In thi% proces, of travislatinr amterial Into a real Job
performa~nce content. -;Su.-%sriaes and draw,% tageth-r previously .

presented Instruction. Evalujcion of student exercise is prov d-iidd
and etudent feedback regardLn the oveyall course.. is gathered.

CLSC23 BATTLE!!E.D M! Zr3SMP. This class is designed to Identify factors
4 hr: that promote fear. pa:nic. stress and psychoLqglcal battle casualtes,

• ~ ~ ~ ~ u to I dent iy /app ly prev entv e and cd rrect i "' o uttr ueo si~ r m s". ."..-

S Ct5C28 ETHICAL ROSLrIiS 1. CO.AT. introduces written and umvritte: las
"' -- b1 r a of a r and th ir el atonsh p between the . Presents an o vrv e w

of tesoleier's responsibilities Inankiag coral Judgments n
war and provides an opportunity to apply the decision-o.akin$ processI. " "IIn a combat situation. Discusses the leader's coral and legal

a responsibility for the functions of trainiog, planning. eacut;Ag
-and reporting In a coebat environment.

COLC27 LLAD!. 1S'|? ST OSIJ. The students plan the assmpton of command
" hrs of a company. The class to student led. With s all group discusslora

(O cn) In plannin R" actions to be considered when "taking charge."

A consolidated written paper is submitted when the class terminates.

, -ocudes.and vfac!.* exeirta4 s h.*-. - , .
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