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“Within the Department of the Army, as is the case with other Federal
agencies und 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 areg and
establish a correlation to the situation of civilian leadership within
the Department of the Army. .7

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 sectorgggggggggiggg, 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 (OPM) 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 personne! management program.
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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 survev 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 mwilitary 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 feor 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
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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 development as a part of

career planning for Department of the Army civilians.
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DEFINING LEADFRSHIP

As stated in FM 22-100, Military Leadership, military leadership is
"4 process by which a soldier influences others to accomplish a mis-

1

sion."' The FM further states how he accomplishes this process, i.e.,
"by applving his leadership attributes (beliefs, values, ethics, char-
acter, knowledge, and skille)."? 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."
Another author defined leadership as '"the dynamic process of execrcising
power to influence employees to behave in a8 manner consistent with the
prescriptions uf the formal organizationﬂA 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
representat ive of the many that were read in the course of this study.
Running as 8 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




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 18 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 \vlarrior."6 A popular view today is to think cof
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 hested
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 q
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.




MILITARY LEADERSHIP DEVELOPMENT

In t'he 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 nunber of senior officers who operate at the highest
echelons of the Depa'tment 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 cof 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
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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
cf leadership development. Lealership development resources may be
readi1ly 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 bepins 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 Behavicoral 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 & realistic preview of the platoon leader’s job and providing ?




training and practice in leadership principles and skills. The course
1s 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 thairty 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. TIf 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.
The theory or theories most relevant to the specific topic under discus-—
si1on 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 18 divided into four
sections: (1) problem snalysis 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

relevant theories of leadership. Skill sections and exercises are




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
work 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.
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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 wmilitary
context 1s 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 Course 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 Imstruction (POl) 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 alsc 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 1s 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 Off} Ad C P
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/discuesion on
general principles and theories of leadership. Response to Power Model
and SAS/R] test instruments are used. The Hershey-Blanchard Situstional
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."”

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

RS NP

when each is applicable. Students are tasught to recognize and overcome
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| barriers to effective interpersonsl 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 tctal 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 tsught will challenge students” intellect, maintain their

interest, and trigger in them a motivation for self-growth.

12




4. Skills taught to NCO, WO, Officers will be doctrinally linked

(sequential, progressive, and mutually supportive).
5. Instruction will increase students” understanding about the 1

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 imstruction at the Field Artillery

School, Fort Sill, Oklahoma on 8 transfer of certain management skills

useful to a mid-level executive. These are:

Personal Skills

- time management
- stress management

- delegation

Organization Skills

- systems view of an organization

-~ how to assume command

- conflict management

- meeting 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 sctions. 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

csn experience and exercise leadership roles. Instruction is based on
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the adult learning process. The training packet is designed to make
maxigum 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 Programs

The next level of leadership development in the professior . mili-
tary training program occurs at the US Army Command 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:

1. To provide the student an opportunity to study and apply sound
leadership techniques which asddress 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 organizationms.

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 entire academic year, consists of

the following subjects or lessons.

L
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- introduction to leadership

- time management

- understanding group functions

-~ staff operations in a high tech eavironment

- 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 AYBS.

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,
Illineis. Two diametrically opposed concepts to leadership development
were evident from the on-site visits and interviews with senior level
execut ives in both companies. At Texas Instruments, for example, lea-
dership development was a function of progressivelv 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




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 Texss 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 wss also an attempt made (o 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 individuais 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 organizstion. The corporste "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 1is 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 1n a Caterpillar Tractor Course
catalog. Besides formal classroom instruction, the company utilizes
lateral reassignments for developmental purposes and stresses diversifi-
cation in its managem:nt staff. The lateral reassignments are across
functional lines, e.p., marketing into sales.

The formal training courses available to Caterpillar Tractor
emplovees 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 & result the training and development program was reduced
in scope. While there was evidence of a positive top down approach to
management development, self-development was being stressed recently
over company sponsored training. Even laterasl reassignments were lacking

as a weans of individual development.
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CIVILIAN LEADERSHIP DEVELOPMENT STRATEGY

In order to become an effective leader an individual must accom-
plish three basic things: (1) 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 a8 matter of ultimate
cencern.  As the Caterpillar Tractor Company has done, the Department of
the Army must develop and demonstrate from the top down a positive and
precactive approach to leadership development among the civilian work
force. The attitudes of managers and supervisors at all levels must be
changed. 1If junior leaders are going to grow, a positive environment
must be established from the top down. The Army's Corporate "culture"
rust 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 1is
basically designed for interns at the GS5-5 thru 9 grade levels. The
Development Phase is generally structured to meet the needs of GS-11
thru 13, The Refinement Phase is for GS-13 and above. The Senior
Execut ive Service is a special category 1s 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
nobodv has recognized it as such and there has been no systematic ap-
precach taken to assure people know about these courses and are scheduled
te attend them.

Based on the content of the military professional development
program on leadership, courses appropriate for Department of the Army

civilians at each phase of their development are as follows:

Orilentaticon Phase, GS-5 Thru 9

Office of Personnel Management (OPM)
- Managerial Decision Making
- Supervision and Group Performance
- Communicating and Counseling
- Management of Time
- Creative Problem Solving
- Understanding and Managing Human Behavior
- Communicating 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
- Comnunication

- Counseling
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- Team Building

- Ethics/Values

- Mot ivation

- 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 lLeadership

-~ 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
~ Personnel Management For Executives
- FEducation for Public Management

- Armed Forces Staff College

Refinement Phase, GS-14 and above
Army Management Engineering Training Activity (AMETA)
- Management Course Fer Commanders
- Advanced Management Course
- Manggement of Managers
- Dvnamics of Emplovee Behavior
- Emerging Trends in Management Technology
- Executive Round-Table
Office of Personnel Management (OPM®
~ Advanced Management Seminar
- Executive Leadership Seminar
- Managerial Decision Making
- Seminar 1in Executive and Management Effectiveness
- Improving Executive Effectiveness: Health and Fitness Strategies
OPM Execut ive 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

22
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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 1is 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-

opmental experiences. What is required is an aggressive and dedicated
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team of commanders, top managers, and training and development special-
1sts. The potential 18 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 agrressive 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-
thing, 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
wvords, 1t 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, snd 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:

1. 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 hsve a universal definition for
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leadership. Even more difficult to find isr any sort of concensus on how
to develop leaders. We do know that traditional management functions
consist of: planning, organizing, staffing, directing and controlling. 1
Perhaps we could say that leadership is everything else. The point here
15 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:
1. 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. lLead by example. Managers should be encouraged to serve as
mentors for emplovees with known potential to become supervisors and
ranagers. 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 Rjiver 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.
S. 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.” 1t 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. 1Institutionalize 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

o

civilian leaders; successful corporations use different approaches to
developing leaders; and, top management support is critical to improve-

went in this ares. If the Department of the Army is going to make




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
impertant point to be made is that the appropriate developmental resour-
ces are in place. A civilian professional development program should
not be delaved further.

BE ALL THAT YOU CAN BE!
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INFANTRY OFFICER BASIC COURSE
(108¢C)
LEADERSHIP POT 48 HOURS
(PILOT PROGRAM)

PRONITN ¢
AND HOUKS

CLORDO
4 hrs

CL9B21
4 hrs

CLSB22
3 Hrs

CL9%23
2 hrs

CLSBR24
3 hrs

CL9B25
3 hrs

CL9B2G
3 hrs

CL9BOS
3 hrs

CL9827
3 hrs

TITLE AND 5COPZ REMARES

ANTHODUCTION Ig_nl&![ﬁﬁlA}FADERSHIQ. Provides the Infantry Officer Bazic
Course student with the background and skills to successfully interact with
fndividuals and groups and fnfluence them to accomplish a tast or missfon.
Introduces current military leadership theory, military professional

ethics, Arey lesdership doctrine and leadership etyles.

ARMY LEADERSHIP - THE FOUNDATION. Provides the Infantry Officer Basic
Course student vith an understanding of ideal Army values from the per-
spective of their importance to the profession and their function in
sstablishing standards for the military professional. Personal and
Wational values are sddressed to understand their relationship with ideal
Army values and thefr tmpact on the officer’s behavior. Also provides
the student wich a basic understanding necessary for establishing

and developing proper and effective duty relationships vith Noncosmis-
sioned Officers, Warrant Officers, superfors and peetrs on his first duty
assignment.

ARMY LEADERSHIP - PROFESSIONALISM. The role of the leader as a teacher
1s emphasized and group dynamica and processes are {ntroduced.

COMMUNICATION - THE LEADER'S MEDIA. Enables the Infantry Officer Basic
Course student to describe the communications process and the process
for analyzing communications situations. The concept of Followership
and 1ts impact on communicating with superiors and the communications
techniques that establish good communications with subordinates are also
discussed.

COUNSELINGC. Provides the Infantry Officer Basic Course student with the
frarevork necessary for development of basic counseling skills needed by
s platoon leader to assist his subordinates in solving practical, on-the-
job, day-to-day, eoldier centered prodblems.

LEADERSHIP THAT DIRECTS. Enables the Infantry Officer Basic Course student
to apply leadership techniques that provide direction to subordinates to
accomplish the mission. Emphasis is placed on problem recognition and
initistion of leader action, decision making and planning. The ethical
considerations of decisfon making sre also discussed.

LEADTRSHIP THAT IMPLEMENTS. Enables the Infantry Officer Basic Course
student to apply leadership techniques that assist in ieplementation of
plans and decisfons. Supervision and resource msnagement are stressed.
Actions taken when confronted by {llegal, unethical or {focompetent direc-
tives or situations and institutionsl pressures are explained through &
case otudy.

COUNSELING LAB 1. Provides the Infantry Officer Basic Course student

the opportunity to conduct and observe personal and performance counseling .
sessions using Interactive Videodisc or structured role-play. Sessions

are conducted in small groups under the control of a faculty evaluator

ueing peer and evaluator critique.

LEADEZRSHIP THAT MOTIVATES. Enables the Infantry Officer Basic Course

student to relate theories of motivation to practical experiences that
occur fn the military. Emphasis 1is on how the Lieutenant can employ these
principles to enhance the motivational climate in the wnit and on the
Jesder's responsibility for role modeling proper behavtor.




Pronpse o TITIY AND SCOPE T T )

pEMANL

AND KON .

CLSRIR SPECIAl LEADERSHIFP ISSUFS. Provides the Infantry Officer Basic Course

& hew student with an understanding of the lesder's responsibility toward the
Aremy Drup and Alcohal Prevention and Control Progrem and the Army Equal
Opportunity progiam vith emphasis on the {ssue of women in the Arny.
Addi{ttonally, the concept of Stress Management ie Lntroduced.

CLSA29 ETHICS IN WAR. Provides the Infantry Officer Basic Course student vith

2 hrs an understanding of the Jeader's responsibilities in regards to customary
and written rules of war and the ethical fssues of wvar.

CLOpAO SOLDIER TEAM DEVELOPMENT. Provides the Infantry Officer Basic Course

& hrs student a framevork to apply in taking charge of & platoon. The importance
of assessment s stressed as 8 tool for sccurately fdentifying unit strengths
and veaknesses.

CLO9R}) BUILDING THE COHESIVE TEAM. Enables the Infantry Officer Basic Course

3 bhrs student to apply principles of developing subordinates and teans building
in & manner that enhances unit cohesion.

Clorl} COUNSELING LAB 11. Provides the Infantry Officer Basic Course student

3 hrs the opportunity to conduct and observe personsl and performance counseling
sessions using structured role-play. Sessions are conducted in small
groups under the control of a feculty evaluator using peer and evaluator

. eritigue.

CL9332 EVALUATINC THE COMESIVE TEAM. Enables the Infantry Officer Basic Course

2 hrs student to analyze courses of action proposed to {mprove cohesfon {n s
unit and prescribe follow up sctions to reinforce {mprovements and strengthen
veaknesses .

CL9RYY BATTLEFIELD LEADERSHIP. Provides the Infantry Officer Basic Course

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

’ bdbattlefield. Emphasis is placed on actions designed to panage the stress
caused by fear and maintain unit cohesion.
$/3
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cLscol ELEMINTS OF COMAM.  Ini-oduction to Progras of lastruction,
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. cLsco? INTRODUSTIOY TO MILITARY PROFFSSIONAL  ~4°"S. Informs. the stude= .
! 1 hr about the natute and goala Ut protessicna. --“‘cs fostructiorn,
['; outlines the course and 1its requiteuanzs, exy. '1\.5 the nuuo;-

w7

ship betveen ethics and Jeadership,

CL3ZC6 CASE STUDY 1. Provide realistic conteaporary ethical dilesnas
1 hy for discuision. Denonstrates the complexity of ethical 1ssues

and the nced for sourd problex-solving stratezy. Suilds studea:
interest and {nvolvement and esctadb!fshed the classroon environ-
went necessary for subsequeat discussions arnd delideratiocns.
CL3C03 TIC_SOLDYER SYSTEM. Students identify thetr preferred cr fctual
2 hrs style of lcadersnip/follawetship by means of Response to Powsr
Model and SAS/RI test fostruceats. Situatlonal Lesdership
(Hezsey-Blanchard) 1is discuseed in contrsst to RPM.
CLSCO4 VALUES: TRE INDIVITUAL AND THE PROFESSION. Provides techaiques N T
2 hrs for fdent1fying :3portant pecsonal values and goals and deter-
mnining their effect on ethical decistons. Aralyzes how personal
values finteract with thcee of the protession of arcs. DRiscuases
the uoique values of the professfon and their 1=3act on mission oo .
accorplishaent, public trust and professiunal 1ife. Addressed

OPIROBTE: Ry e 0.

.y

e also are potential conflicts and the officers’ oazh.

v

LAY "‘; CLSCIS MOTIVATION. The students are exposcd o 224 contrast Lheories c’ /-
3 hrs motivation: MacCreecor, Maslow, Hergberg acd thel: own theories.

1rn‘ T reenarn

They then learn to distinguish between internal aad extermal =c%:-
. vation; determine vhen {nternal and external motivation is appli-
. cable; recogrize the relationship of revard-punishment to sotiva—
tion; apply revsrd-punisnoent equitably: lztegrate 1rdividual zees
) : ’/- -, #nd expectations vith orpnlutbnal uqu!rcoeﬂta' belp subordicazes
AN \ adapt to cherige. © °.

.
-

. oy . - e s .. .
. .. .. 3 e . .-

A4 b . " N - ‘ .c'. v'..- . 'l.:'. .\. . "-
. ‘_; €13¢C0? INVERPERCCNAL COMMINICATIONS. The students are taught to recop=iza ‘ T
cree - J hrs \ and overcose barriers to eltective fnterpersonal co=munication, <=
- -1 \ ensure that communications codes cozplezent rather than contcradics
- each other, to solicit feecdack snd listen for content and feel-—y. . .

K / Students are taught the oechanics of prepsting and conduccing

zﬁ_*;h“m.zaw-.&.:nmm:wmf_;;“
’ : ' '.0:.14>, P
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personal (includes career) and performonce coanseling and how to

TN T RO 20 T IR N KTT SR VI

1
B ifmplenent a unit counseling training programs.
7 e
oy .
R cLscns COMMAND PCLICY. tudents ate taught Arav policy oo delegation of
3 2 hrs authority, sssigning vessoneibility, wviat general eveas are ICO o=
i e of ficer tesponsibilities, hov to assign tasas, haw to recogaize
; aadaidad sad correct organizacional coemunications prodless.
L 1 cLscio FTRICAL RESPONSIBILITY AND CASE STUDY I1. Disctinguishes between
e ot 2 brs lcgat and coral resconatblilly and discusses the officers’ tnhere—
Ve 9 oblig=ticne In sach srea. AZdressed attitudes wnich influeace toe
'.; " ""‘.". fuiftileen: of the.e ©d.132t140%8 and prov.des an oppartunity to
P deal wizh these fasves Ihrcuph 3 case studv. Provides exapples = — - ——m — ——— —
S B, 1 ethir~l confliciy for discussior and apolicaction of tha e:bical .
3 :;. - .3 ‘ublmt-uh!nl process. : 1
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INFANTRY OFFICER ANVANCE COURSE
(10AC)
POl HOURS > Jo

PRODLEM MO

AND_hOURS TITLE AND SCOVE A=A
cLscit SPECIAL LEAPEPSHIP PROBITV¥S. DA Alcohol/Drug Abuse and Fqual
& Mrs O-porlunl y Poltcy. Lnit vorsander® ® rfeLponsibilictes to tople~

acnt both. Includes assignewnt and uee of f{cmale solilers AW
current poltcy.

e

L~ GANIINIP- Jipme)

-

CcLsCl) THE EFFFCTIVT COMMANDER. Flans/actlons to control cocmander,
3 hrs . .ofganizational asod .ubord;nate iapositions on time. Ductrine of .
EY completed szaff actton, princidles bf delcgacion, attfcipatton,
.;j . cooperation and cozpliaace as used to (111 up tiae for self- )

0 .

{aposed roqqlrennnts. . . e
CL3C14 JROLE IDZLINC IN THE ETUICAL CLIMATE, Pofnts to the fopsct thet °
1 hr this critical leadership concept has on the ethical clinate 4n

wvhich the company grade cificer operatcs. Discusses ethical
role-modeling responsibilictes and opportunities towards subor-
dinates, peers and superiors.

LA N

NI R PNy SEGDI SR S PIar g PRV STRPSTE WV JONT Y WY DRSPS Py
.

CLSC1S NATUNZ OF A UNIT. The first of three classes on organizatfonal -—- — — o+ - —--
3 heo leadership. In this class students analyiec a unit by fdencifying
component parts and laceractions snd catalogirg informatica shout
tro unt! ln ouch a nanrer to xdonzl!y -trcn;ths aad vcucnc:nc:.

- .o PN ., . . .. . " -

‘e iy . e . - ‘e
CLSCle XNST!’UTIO\'AL PRESS"‘ltS. Facuses auc'\tion on .m o! the rcgv- ,‘ DL A L.
1 hr latgtons, policies and nractices in the profession that have poten=

tially negstive ethical coresquences. Provides opportunity for
thetir ln-dopth evaluatinn and the creacion of potenztal rcnadtcn.

i CcLs5C1? LIAD'RSW!’ CASE STUDY. Second of three clns-e:. The students use :

J hrs a oysteas approach to analyzing the actiuns of three fdentical
platoons, each givea the sasr aission (o perforn fa fdentical 4
conditions. Students deteralne wvhich procesases nxdedlhlndcrcd . . .
successful af{seion coapletion.

g _CL5C19 DECISION MAXING AND PLANNING. Third clasa. The students ave
i 4 bhes -given resulcs of an assessaant ‘aad mustc select an appropriate

technique to formulate otjecrives, gather pertatnent fnforwmation, . e e
anslyze and coupsre alternacive mecthods, arquire and sllocate '
. . Tesources (xnclud ng Cioe), and select the alternative(s) that .
TN | accomplish the reeults desired. Organizstional {eacership deals . .. Y e
5 with techniques for ta-urxn( ordurs, overcoming resiatance to chaape, f - .
snd fundanentals of supervision o include inspectica). USALC, X
OZC presents 1J0-40 mainutes infornation briefing om OEC respoasi~ : !

bilicias.
CL3C20 TTHICAL BECISION MAKINC. Offers a means for analysis and reso—
§ 1 br lution of ethical prodlens in the profession. Values conflicts
and thwe use of ordering principles are sddressed. “ a
€L3C22 LECTUIMATZ DISSENT AND CASEZ STUDY I1I. Addresses officer's
2 hre respcnaidbilicty to quescion 1llegal or inappropriate orders.

Dissusses techniques for responding to subordinates or superiors
that are consistent vith cilitary order and discisline. Provides
adéitional opportuatty to exerclise the decision-mahing process
and apply moral cechaiques Ln contemporary situations, Applies
instruction provided in lessons on Inatitutional Pressures, lnlo
Modeling and Legitimate Dissent, ]
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TEACHING PHOFFSSTONAL ETHICS AND THE ETHICAL PROFESSIONAL.

Npplying eatcrial trom all eatifcr lessvons, students d'vclo?

the sentence outline of lesnon plan which can be used Lo their

next asesignoent. Previous learning (s retnforced and inter-
malized fn this process of translating metvrial into s real job
performince content. “Suwmarizes and deaws together previcusly .
presented tnstruction. Evaluation of student exercise {s provided
and student feedbach rc;nrdtn‘ the ovc;all course. ls ;-zhercd.

EY
.

IATTIIFlELD LS‘"'I»H!P Th(. class s de:l;ned to !dentlfy fnc!or-
that ’ro-o(c fear, panic, stress and psychological battle cesualties,
and to identily/apply preventive and cdrrective countermeasures..

CTHICAL PROSLEMS IN COMBAT. lotroduces written and uevritteo lave
of var and the relationship betveen them. Presents an overview

of the soldfer’s responsibilities in suking ooral judgnents tn
wvar and provides an opportunity to apply the decision-aaking process
in a coabat situation. Discusses the leader's soral and legal
tesponsibility for the functions of training, plannting, cxe:ut.n;

© -~~~ and reporting in s coabat environaent.

.
LEADERSMIP SYMPOSIUM. The students plan the assvwption of commaend
The c!nos ip student led, with sa=ll ;roup discussior.s
(50 men) in planning actions to Be considered when “taking chacge.”
A consoildated written paper 1s submitted vhen the class terminates.

tudies .and ptac‘xxal cl.tc;te).l-'.
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