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ABSTRACT

VISIONARY LEADERSHIP by Rebescca S. Halstead, MAJ, USA, 119
pages.

This study investigated the importance of the concepts of
vigsion and visionary leadership for U.S8. Army officers.
Since 1987 the Army incorporated these concepts into
doctrine, but limited visionary leadership to senior
leaders. This study analyzed these concepts from both a
civilian and military perspective.

Specific amphasis was on the analysis of leadership
qualities essential for providing visionary leadership. To
determine the essential leadership qualities it was
necessary to establish a baseline of qualities. This study
also analyzed the many definitions for vision, as these
surfaced additional qualities expected of visionary
leaders.

This study explained the development and usage of the
Army's concept of vision, the varying definitions, and the
asgsociated leadership qualities. The analysis of each area
led to the identification of seven essential qualities of
visionary leadership: vision, power, assessment,
communication, self-development, balance, and character.

This study advocated that the Army continues to incorporate
the concepts of vigsion and visionary leadership into
doctrine. Specifically, the Army needs to: develop a
definition for vision; use the concept of vision
congistently within its doctrine; expand visionary
leadership to junior leaders; promote the development of
visionary leaders; and use the expertise available from the
civilian sector.
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CHAPTER 1
INTRODUCTION
The very essence of leadership is [that] you
have to have a vision. It’'s got to be a vision
you articulate clearly and forcefully on avery
occasion. You can't biow an uncertain trumpet.'

Father Theodore Hesburgh, Time

Statement of the Problem

This research proposes to analyze the specific
leadership qualities essential for Army officers to provide

visionary leadership.

Purpose of the Study

The purpose of this study was to analyze the
concepts of vision and visionary leadership. As a company
commander from 1985 to 1988 at Fort Lewis, Washington, I
had the opportunity to serve under three battalion
commanders, two group commanders, and two I Corps
commanders. A1l of thego officers were successful leaders
in their own right. Although I learned from all of them,
there were distinct differences in their leadership.

In my opinion, and in the opinions of many who
served for these officers, there was one officer whose

leadership clearly stood above the rest. This officer led




in a way which resulted in the organization working
together for a common goal with everyone knowing the
standard. The standards were written, lived, and
constantly reitarated at meetings and in spesches. Not
only did he know the dirpction he wanted the unit to head,
he effectively communicated that direction in such a way
that kept everyone tocused on the future. He not only |
allowed, but expected, each subordinats leader to develop a
supporting focus for their piece of the tbtal\' ‘ |
organization. Leadership was decentralized and decfsiéﬁs
were made at the Towest possible level. |

Furthermore, as a leader, this officer exuded
confidence, energized and motivated people, acknowledged
work well done, counseled and developed subordinates,
always set the example, and listened to the soldiers and
officers of his command. He took respeongibility and
demanded others do the same, was disciplined personally and
professionally, and inspired trust from the entire
organization.

From 1991 to 1992 I was an aide-de-camp for two
Lieutenant Geqara?s. Again, each had unique leadership
qualities and their own personal leadership philosophy,
from whom I learned a great deal. This position also gave
me additional exposure to many other general officers in
the Army. As I observed many of these officers, I saw

divergent leadership styles.




I knew that each of these leaders had been given
their positions of responsibility based on their previous
| :uccosso‘ and their potential for future performance. Of
courge, previouas successas are hard to define, but credit
could be given to one or a mix of all the following: the
led, the leader, and the situation. I started to focus on
the leader aspact of this mix.

‘ I transitioned from just recognizing that these
officﬁrs had leaderahip differences to analyzing and
questibniné'the'divérsity that exists among leadaers in the
Army. Does the answer lie somewhere in the Army’s doctrine
and training? 1s leadership strictly inherent and
personality~driven, or are leaders really developed through
years of experience? 1Is it a short-tarm or long-term
process? My limited experience led me to believe that
leaders are both born and made! My hunch was that leaders
are continuously developed over the long term, and the
process builds on the inherent and learned abilities of the
officer,

In 1992 I started the Command and General Staff
College, and one of the first courses was "Fundamentals of
Senior-Level Leadarship in Peace and War."” I studied
leadership models, case histories, and FM _22-103,

Leadership and Command at the Senior Levels. This course

introduced me to the concepts of vision and visionary




leadership. It led me to reflect on the past experiences
that I have mentioned.

The material I studied influenced me to believe that
perhaps the reagson that some of these leadaers stood above
tho‘othoro rested in the concept of visionary leadership.
Therefore, I decided there was a valid need to research my
notion that visionary leadership might be the discriminator
between good and great Army officers. To make this
determination I had to first thoroughly understand the
background of the concept of vision in the Army and its
importance to the Army officer as a leader. Secondly, I
had to determine the definition of vision as it applies to

Army officers.

Background

Throughout history there have been great leaders,
both military and civilian, who had the ability to look
into the future, capture potential needs for their
organizations, and set a process in motion that moved their
organizations in a direction that met those needs. This
ability has popularly bccoﬁo known as visionary leadership.

Vigsionary leadership is a fairly recently accepted
concept for Army doctrine, but in practice it has been
around for a long time. Vision can be traced back as far

as Clausewitz., He called vision the "inner light":

-



During an operation decisions have usually to
be made at once: there may be no time to review
the situation or even to think it through....If
the mind is to emerge unscathed from this
relentless struggle with the unforeseen, two
qualities are indispensable: first, an intellect
that, even in the darkest hour, retains scme
glimmerings of the inner l1ight which leads to
truth; and second, the courage to follow this
faint 1ight wherever it may lead.?

However, it was not until 1987. that "vision” first
appeared in the Army's field manuals. It was introduced in
Eield Manual 22-103. Leadership and Command at Sanior
Levels. Subsequent to 1987 vision was incorporated into

Army doctrine as follows:

1. 1988 i9l - inin he For
2. 1989 Field Manual 100-15, Corps Operations
3. 1990 Field Manual 71~-100, Division Operations

As we enter the 1990's, the need for visionary

leadership has never been greater. There is a need for the
kind of visionary leaders who built our country's
institutions. Leaders who are determined, confident in
their sense of direction, not afraid to take risks and
challenges, bold and courageous, and inspiring and
uplifting are needed to lead us into the next century.?
Leadership in our society is a much more difficult
task today than it was in the past. The world is more
confusing and complex, constantly reshaping and renewing
iteelf, and'going through accelerated change.* Military
leadership is subject to the same challenges of increased

complexity and endless change.




The 1990's i8 a critical time for the Army, as it
struggles through personnel reductions, base closures, new
policies and strategies, and rigorous reorganization.
Senior military leaders are increasingly making reference
to “their vision," “the Army's vision," "the command’s
vision." It is critical that visionary leadership be
studied in detail, so senior leaders, as well as junior
leaders, will understand the importance of this concept and
its full potential. Therefore, it is necessary to first

grasp the definition of vision.

What ig Vision?

Many writers, both military and civilian, have
proposed numerous definitions of vision. The definitions
varied from very simple to quite compiex, ranging from
meraly two or three elements to as many as tan or fifteen
elements to describe vision. One should nots that there
seemed to be a tendency for military authors to put vision
into one of the following categories: strategic,
operational, or training. Both civilian and military
ruthors used related, but distinctly different, concepts
for vision 1iks personal agenda, commander’s intent,
intuition, misaion, and purpose.

I found most of the Army's doctrine associated with
visionary leadership and vision to be confusing and

deficient in providing clear definitions. Therefore, for




purposes of this study a definition for vision for the Army
was developed from a combination of the Army’'s current
doctrine and civilian research related to the concept. The
development process was based on the perceived neecs of the
Army as an organization and the role of Army officers as
leaders. |

Although the concept of vision is increasing in
importance within the Army organization, the Army has not
yet fully incorporated it in some of its critic#1
referances. There are two military references which

establish definitions of military terms and concepts: JC$

Bublication 1-02 and AR 310-2%. Neither publication
defines vigsion. Nor does EM_100-5, Operationg, the Army’'s

capstone warfighting doctrine, define vision.

Vision is specifically mentioned, but with vague
definitions, in (1) Eield Manyal 22-103, Leadership and
command at the Senior Levels; (2) Field Manual 25-100,
Iraining the Force; (3) Field Manual 71-100, Division
Qoerations and, (4) Eield Manyal 100-15, Corps Qperations.

Eield Manua) 22-103, Leaderghip and Command at
Senior Levels, stated that al! action starts with vigion,
and defined vigsion as the "hub or core from which flows the
leadership and command force that fires imaginations,
sustaining the will to win."? For leaders at senior
levels vision "is a personal concept of what the

organization must be capable of doing by some future

- -
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point. It is the target."® Vision is the "senior

leader's source of effectiveness....It can be an intuitive
sensing, a precise mission, or a higher commander's intent
for a campaign or battle....it is the reference point
against which the senior leader measures progress.”’

Vision provides focus and guidance for the
organization and creates in people the trust, cohesion,
commitment, and the will to meet any challenge.?®

Vision was described in similar terms in Eu_lgggli
and EM 71-100, but the focus was from the perspective of
the Corps and Division commander, respectively. The
manuals presented vision as the commander's personal
concept of what the unit must be capable of doing by some
future point, and that all action starts with vision. The
commander’'s vision is the key to success and requires
"anticipation, mastery of time-space relationships, and a
complete understanding of the ways in which friendly and
enemy capabilities interact."?

Eield Manyal 25-100, Training the Force, defined
vision in terms of a training vision:

The key elements which shape the commander's
training vision are a thorough understanding of
training and operations doctrine, his assessment
of Mission Essential Task List proficiency

levels, and knowledge of potential enemy
capabilities.!0




The organizational goals that move the organization in a
common direction must support his vision. One of these
goals shou1d be establishing and supporting a command
climate.!?

In reviewing the literature I found many
definitions of vigion. Although some were clearly more
applicable to corporate organizations than to the
military, there were several definitions quite relevant
for the Army. Thae definitions chosen fit most closely
with the following: (1) my personal experiences as an
Army officer; (2) Army doctrine; (3) interviews,
briefings, and literature of other Army officers; and (4)
the Chief of Staff of the Army's vision for America’s
Army:

A JOTAL FOCRCE ITRAINED AND REAQDY TO FIGHT...

SERVING OUR NATION AT _HOME AND ABROAD... \
STRATEGIC FORCE CAPABLE OF DECISIVE VICTORY.'2

Tom Peters, an author of "bestseiler"” books on
leadership topics (e.g., In Search of Excellence, Ihriving
on Chaos, and A _Passion for Excellence), defined vision as
that which:

inspires, ennobles, empowers, and challenges

people, but at the same time provokes confidence

. « « to encourage people to take the day-to-day

risks involved in testing, adapting, and

extending the vision.,'?
Peters stated that visions: (1) stand the test of time in
a turbulent world; (2) are stable but constantly challenged

and changad at the margin; (3) are beacons and controls

o
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when all else is up for grabs; (4) prepare for the future,
but honor the past, and (5) are lived in details, not broad
strokee.'4

James M. Kouzes and Barry 2. Posner in Ihe
Leadership Challenge defined vision as the force that
1nvqnta.tho future. It is a desire to make something
happen in the future, to change the way things are
currently being done, and to create something new and
unique. They called it vision, but noted that it was
referred to by some others as purpose, miggion, goal, or
bofsona1 agenda.'? Kouzes and Posner concluded that
visions are windows on the world of tomorrow. They stated
that visions are conceptualizations and "reflections of our
fundamental beliefs and assumptions about human nature,
technology, economics, science, politics, arts, and
ethics, "¢

Burt Nanus, a professor of management in the School
of Buasiness Administration at the University of Southern
California has written several books on leadership
(Leaders: The Strategies for Taking Charge and Vigionary
Leadership). He defined vision as "a realistic, credible,
attractive future for your organization."'? Vision must
always deal with the future, be inspiring and energizing,
and it must be central to leadership. Nanus contended that

the leader’s vision should attract commitment, create

10
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 developed:

meaning in workers' l1ives, astablish a standard of
excellencae, and bridge the present and future.!® B
Froem this collection of mititary and civilian

descriptions of vision, the following definition was

VISION: A REALISTIC, CREDIBLE, ATTRACTIVE
FUTURE FOR AN ORGANIZATION, BASED ON A THOROUGH : b
ASSESSMENT OF ITS CAPABILITIES TO MEET MISSION ‘
REQUIREMENTS, THAT CHALLENGES AND EMPOWERS PEOPLE.

U.ing this as a baseline definition for purposes of this
study, I will develop and analyze the concepts of vision
and visionary leadership in the Army and the leadership
qualities necessary for Army officers to provide visionary

leadership.

Hypothesis [
It is hypothesized that specific leadership
qualities demand greater emphasis in order to produce Army

officers who can provide visionary leadership for their »

organizations.

Suboroblems

The first subproblem was to identify the concept of
vigion in the Army by sxamining the development and usage
of this concept in official publications.

The second subproblem was to discuss the various

definitions of vision.

11




The third subproblem was to use the many definitions
of vision to discover the leadership qualities associated
with this concept.

The fourth subproblem was to further identify
leadership qualities demanded of Army officers, and analyze
those specific qualities essential to visionary leadership.

Limitations

The focus of this study was originally limited to
vision as it applied to senior Army leaders. However, a
great deal of published research dealt with leadership
issues not necessarily dependent on rank or position. As
such, some of the analysis, conclusions, and recommenda-
tions may apply to both senior and junior leaders.

This study did, however, only use vision
statements, and command philosophies containing vision
statements, from colonel level positions and higher for
the purpose of examining specific Army examples of
leaders’ concepts of their vision in relationship to their
organization.

The focus of this study was limited to good
visions, and did not address the effects of bad visions or

no visions on organizaticns.

Delimitations

The study was not 1imited to strategic and

operational vision.

12




The study was not limited to any particular leader
or single historical event.

The study did not attempt to examine vision from the
perspective of how to create vigion,

The study did not attempt to examine vision from the
perspaective of what happens when vigsion is not created or
an organization is led by a leader without vision.

The study was not dependent on a survey.

Assumptions

The first assumpticn was that there was ample
material available for analysis from both civilian and
military sources.

.The second assumption was that no definitive work

was available which discussed this research topic.

Refinitiong of Kev Terms:

Army. Army, for purposes of this paper, is
capitalized throughout and refers to the United States
Army.

commander's Intent. Commander’'s vision of the
battle-~how he expects to fight and what he expects to
accomplish.'? This term i8 quite often interchanged with
vision.

Leadership. The United States Military Academy’'s
manual on wilitary leadership from 1362 defined leadership

as “"The art of influencing human behavior so as to

13




accomplish a mission in the manner desired by the
leader." "0 FM 22-100 defines leadership as the "process
of influencing others to accomplish the mission by
providing purpose, direction, and motivation."?! EM
22-103, which focuses on the senior leader, defines it as
"the art of direct and indirect influence and the skill of
creating the conditions for sustained organizational
success to achieve the desired result,"??

Operational Vigsion. "Operational vision is the
trait that allows an operational commander to see the
desired operational end in the form of a military condition
and then synthesize a plan that gets to that end."2% It
is the vision created by transforming a suberior
commander’s intent into a carefully defined objective and
developing & rational plan.4

Quality. A peculiar and essential character; degree
of conformance to a standard; inherent or intrinsic
excellence of character or type; a special or distinguish-
ing attribute; an acquired skill: accomplishment; and
inherent, enduring good traits that make one somewhat
superior.2% For purposes of this paper I define the
visionary leader in terms of "qualities" in order to
capture the "whole person,” both the inherent and learned
aspects of the leader. Therefore, I use "quality" to

encompass the following: attributes, characteristics,

14




competencies, skills, traits, fundamentals, behaviors, and
imperatives.

Strategic Leader. The individual occupying a
position of responsibility at the top of the
organization.2® A three or four atar general or
Corporate Executive Officer who is held accountable by the
institution for the output of the organization and getting
the organization to follow along with him in a common
direction.??

Strateqic Vigsion. Vision that is created by the

executive or strategic (four star general) level
leader.28

Irait. A physical or psychological characteristic
of the leader. Psychological traits are congsistent
patterns of behavior, such as intelligence, initiative, and
honesty.2?

vigion. A realigtic, credible, attractive future
for an organization, based on a thorough assessment of its
capabilities to meat migssion requirements, that chalienges

and empowers people.
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CHAPTER TWO
REVIEW OF LITERATURE

The concepta of vision and visionary leadership are
important for the way our current and future Army will
operate under conditions of great change and complexity.
These concepts have rigsen in prominence recently in our
military doctrine and manuals. This chapter presents a
review of military and civilian literature related to the
following: (1) the concept of vision in the Army by
examining the development and usage of this concept in
official publications; (2) leadership qualities that create
the baseline for potential visionary leaders, and (3)

apecific qualities essential to visionary leadership.

The Develooment and Usage of Vigion in the Army
From a historical perspective official U.S. Army
publications began to discuss the concept of vision in

1987. Its introduction was in Field Manual 22-103,
Leadership and Command at Senior Levels. The purpose of EM

22-103 was to establish a doctrinal framework for

leadership at senior levels within the context of the

levels of war outlined in Eield Manual 100-5, Qperations,

and tie it to the fundamentals of the military profession

18




contained in Eield Manual 100~1, The Army.! Vision is
cleariy an underlying theme throughout FM _22-103, to

include a chapter dedicated just to leadership vision.
Ironically, the current edition of EM_100-5, in contrast to
Eu_zz;lga. never menticns vision.

Since 1987, vision has appeared numerous times in
other Army manuals. In 1988 vision was documented in Figld
Manual 25-100, Iraining the Force. EM 25-10Q charges
genior leaders to develop and communicate a clear training
vision, one that would provide direction, purpose, and
motivation to prepare their organizations to win in war.
The leaders base their vision on a thorough understanding
of: mission, doctrine, and history:; enemy capabilitias;
organizational strengths and weaknesses; and training
environment,?

In September 1989 the Army incorporated vision into
Field Manual 100-15, Corps Qperationg. Interestingly
enough, the preface of this manual states that it is fully
compatible with FM_100-5, and assumes that the reader has
knowledge of the fundamentals outlined in EM_100-8, FM
100-2-1, EM 100-1Q, EM_101-56, and EM _101-%§-1.3 Howevar,
there is no mention of EM _22-103 in EM_100-5 arnd, as noted
earlier, FM 100~-5 does not discuss vision. In chapter one

of EM_100-15 it states:

The commander is critical to the succese of
the corps. He must estsblish a clear persona’
vision of what the corps needs to accomplish and
must communicate that vision so that his intent is
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clearly understood. He communicates his vision

through example, teaching, and higs own tactica’

and technical proficiency. He then ensures that

: , the corps executes the actions necessary to make

9 hia vision a reality and to achieve the desired

i results.?
After the Army placed emphasis on vision in the

field manual for corpe commanders, it then addressed vision
in the field manual for division commanders, EM 71-100,
Qivigion Operations:

A1l action starts with a vision. The division
commander's vision i8 his personal concept of what
the division must be capable of doing by some
future point.8

The Army has recently circulated its draft for the
new Field Manual 100-5, QOperations. Vision occurs once in
the document, and then it is buried and quite vague:

J é “"Commanders will require vision to simultaneously conduct
operations within a theater of operations, respond to
continuous requirements elsewhere in a theater of war, and
conduct peacetime activities throughout their areas of
responsibility."® EM 100-5 is the Army’'s "keystone
warfighting doctrine, describing how to think about the
conduct of campaigns, major operations,...."? Analysis
of the potential impact of the new EM_100-5§ on the concept
of vision is addressed in Chapter Four.

Eield Manyal 22-103, Leadership and Command at
Senior Levels, is under revision by the Center for Army
Leadership, Fort Leavenworth, Kansas. Of particular

interest is the 1ink between vision, command philosophy,
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and command climate. An interesting aspact of the new EM
22-103 is its focus on both military and civilian leaders,
regardiess of rank and position. Additionally, the new
manual proposes looking at leadership at just two levels:
organizational and strategic. Vision is seen as a critical
elament for both.®

As the review of military doctrine establisﬁod. the
concept of vision has increased in significance in, the Army
since 1987. As such, the importance of vision with respect
to leadership needed research and analysis. Specifically,
it was necessary to research the leadership qualities .
necessary for visionary leadership. Since all senior-level
leaders were at one time junior-level leaders, a
prerequisite was to establish the basic 1eadefship

qualities expected of Army officers.

Army Leaderghip: The Baselina Qualities

Leadership qualities, from junior-level to senior-
level leadership in the Army, were discussed and outlined
in numerous manuals and associated literature. Leadership
qualities wera once thought a matter of birth: that
leaders were born not made.? After years of study,
however, that opinion has changed and most now believe
that leaders are made and that they continue to grow and
develop throughout l1ife.'? It ie also believed that

leadership competencies, or qualities, remain constant,
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but the ways in which people apply their competencies has
shifted.!'! Additionally, for every leader there is a
unique set or mix of qualities. Therefore, it is
impoassible to develop a schoolbook solution of all the
basic leadership qua11tioc._ Noqoth.loos, for purposes of
this study a baseline was establighed.

| The most consolidated and thorohgh presentations for

basic leadership qualities for Army officers were found in

Eield Manual 22-102, Field Manual 22-100, and Major General
(Ret) Smith’s book, Taking Charge: A Practical Guide for
Leaders. |
outiinod qualities using the familiar Army “BE~KNOW-DO"
format. (See figures 2.A,8,C.) The BE of BE-KNOW-DO dealt
with inner qualities as expressed in soldiers’' actions.
The two major categories were spirit and
professionaliam,t2

Soldiers with gpirit believe in themselves, each
other, their mission, and the organization. They have a
strong desire to win even when outnumbered. That desire
and strength of will is spirit. They believe in cohesion
and working together as a team. "Leadership that nurtures
and builds this kind of spirit reinforces the pride in
service critical for cohesive teams,”!$

Professionalism for the soldier incorporates the

qualities of maturity and values. Maturity is seen in
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terms of developing physically, socially, emotionally, and 
spiritually. Development in these arsas roquiroi phyoica1
endurance and stamina, willingness to work with cthers, and
the stability to cope with the stress and dangsrs. of
combat. They must exercise the qualities of
self-discipline, initiative, judgment, and confidence.!4

Eacﬁ soldier must algo possess valuou; both pofﬁonai
and professional. The values of the professional Army

ethic are loyalty, duty, |§1f1oos eorvico. and integrity.

They form the bedrooklof Ame soldiers’ porsona1 va]uds and

provide guidelines for their behavior. Soldiers’ persgonal
values are candor, competence, courage, and commitment.

The KNOW of the BE-KNOW-DO dealt with the learned
qualities of the sonieE.' 8o1diers must 5§‘c6mpetant,
mastering the skills necessary for éurviva1 in combat.
They must have expertise in batt1ef1e1d; ethical, and
people knowladge. They must know how to listen, develop
subordinates, and establish clear lines of authority.!!
Competence among soldiers leads to mutual trust and
confidence.!®

The DO of the BE-KNOW-DO dealt with the qualities of
who soldiers are and what thoy‘know. Soldiers must be able
to assess and reassess themselves, their team, and the unit
by 1istening, observing, and monitoring other soldiers and
situations. They must also communicate, both verbally and

nonverbally, with each other as well as with surrounding
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units. 8oldiers make decisions and do the right things
within the commander's intent. They must understand and
respond to change. Lact1y; they train realistically, and
they traih all the time.

Eield Manual 22-100, Military Leadershio, described
- characteristics oxpoctod of Army leaders by defining the
key elements of the Army's leadership doctrine. First,
there are two levels of leadership in the Army: Jjunior-
Tevel, leaders who practice the direct leadership mode;
and, senior-level, leaders who pracﬁico the indirect
leadership mode. The direct leadership mode is face-to-
face leadership to accomplish missions and build teams.
The indirect leadership mode i8 influencing through layers
of large units, and creating conditions that allow junior
leaders to accomplish their tasks and missions.!?

The main focus of FM_22-100 is the junior-level
leader. Hcwever, since every senior-level leader is
expected to set the example for junior leaders, the basic
leadership principles and competencies outlined in EM
22-100 are critical for establishing the foundation that
creates the baseline qualities of leadership for Army
officera. These are leadership principles and competencies
instilled in senior leaders as they were maturing and
moving up through the ranks. First, tﬁe four major factors
of leadership outlined in FM 22-100 are the led, the

leader, thelsituation, and communication.'® (See figure
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4.) Each of these factors affect Army officers’
davelopment and execution of their personal style of
leadership. They are each 1ntorr01a£od. but it is the
leadership qualities of the leader that influences all four
factors.

EM_22-100 incorporated the leadership qualities in
its eleven principles of leadership:

Know yourself and seek solf-improvement.

Be technically and tactically proficient,

Seek responsibility and take esponsibility

for your actions.

Make sound and timely decisions.

Set the examplae.

Know your soldiers and look out for their

wall-being.

Keep your subordinates informed.

Develop a sense of responsibility in your

subordinates.

9. Ensure the task is understood, supervised,
and accompliahed.

10. Build the team.

11. Employ your unit in accordance with its

capabilities.'?

VBN OOD WN -

Lastly, FM 22-10Q also incorporated leadership
qualities in its outline of the Army’s nine competencies of
leadership. These competencies are broad categories to
define leader behavior and provide a framework for
leadership development and assessment. They were developed
in 1976 after studying leaders from tha ranks of corporal

to general officer., The nine competencies are:

1. Communications
2. Supaerviaion
3. Teaching and counseling
4. Soldier team development
5. Technica) and tactical proficiency
6. Decision making
7. Planning
25
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.

Use of available systems (technology)
Professional ethics??®

Major General (Ret) Smith, a retired Air Force

officer who served as Commandant of the National! war

College, where he taught a number of leadership courses,

wrote the book Iaking Charge. In his book he outlined

twenty fundimonta1. that form the basis of leadership. His

twenty fundamentals encompassed the following basic

qualities of leadership:

1.

4.

7.

9.

10,

11,
12.

Irust. Leaders must trust their subordinates.
Trust and mutual respect go hand in hand and
contribute to better performance and greater
morale.

. A leader must teach skilis, share
ingights and experiences, and work clogely with
pecople to help them to mature and be creative.
8y teaching, leaders inspire, motivate, and
influence others.

Facilitate. A leader should rarely be a
problem solver; rather, & leader should
facilitate problem solving. It builds
self-esteem and enhances the subordinate's
ability to do better.
. A leader must be a good writer,
speaker, and listener.
Jime. Leaders must work smarter, not

harder, and must know when to say "no."

. Leaders should trust their
intuition and be spontaneous.
Jough. Leaders must be willing to remove
people for cause.
care. Leaders must take care of their people.
vVigion. Leaders must provide vision. They
must plan, set goals, and provide strategic
vision to provide direction for their

organizations.
Selfless. Leaders have tc subvert their strong
personal ambition to the goals of the unit that
they lead.
Setters. Leaders must know how to run
meetings.
- . Leaders must understand the

decision-making and implementation processes.
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13. Visible. Leaders must be visible and
approachable.

14. Humor. Leaders should have a sense of humor.

15. Decisive. Leaders must be decisive, but
patiently decisive.

16. Intrinsic. Leaders should be introspective.

17. Reliable. Leaders should be firmly committed,
providing stability and strength to

organizations.
18. Qpen-minded. Leaders should be interested in

hearing new points of view and eager to deal

with new issues.

19. Sai the example. Leaders should establish and
maintain high standards of dignity.

20. Integrity. Leaders should exude integrity. Of
all the qualities a leader must have, integrity
is the most important.?!

Visionary Leadership: The Essential Qualities

As the literature review was conducted to identify
and analyze the qualities necessary for the visionary
leader, it became quite obvious ﬁhat, like the definition
of vision, there are many different perspectives on which

leadership qualities are essential,

v f Ci i

warren Bennis, author of Leaders and QOn Becoming A
Leader, and Burt Nanus, after two years of studying
leadership theories and interviewing over ninety leaders,
concluded that nothing serves an organization better
during times of increased complexity and constant changes
than visionary leadership. This leadership "knows what it
wants, communicates those intentions, positions itself

correctly, and empowers its work force."22
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Bennis and Nanus identified four strategies that
were embodied in each of the ninety leaders they studied.
The first strategy was attention through vision, From
this strategy they deduced several essential qualities
needed in visionary leaders. They needed: (1) to have a
vision; (2) power to use and communicate their vision; and
(3) to be able to assess themselves, their employees, and
their organi;ation as & whole.2?

Attention through vision requires power: "the basic
energy to initiate and sustain action translating intention
into reality."?4 The leader empowers subordinates to
generate a sense of meaning in their work and align them
with the vision. Power allowe visionary leaders to
effectively move organizations from current to future
states, create visions of potential opportunities, and
ingti1l commitment to change within their employees.23
"Vigion is the commodity of leaders, and power is their
currency."28

Bennis and Nanus also concluded that all their
leaders embodied three other strategies. Each of these
strategies also surfaced essential qualities expected for
visionary leaders. The strategies were: meaning through
communication; trust through positioning; and deployment of
self through positive self-regard.2? without
communication nothing can be realized and the vision

becomes meaningless and ineffective.2® Pogitive
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self-regard is related to maturity, but they called it
"emotional wiedom, 29

John W. Gardner, author of Qn_Leadership, served as
an officer in the U.8. Marine Corps during World war II and
has been a director of a number of corporations, including
8hell 011 Company, American Airlines, and Time, Inc.%0
He defined successful visionary leaders as those leaders
who 1ive their visions and do not hesitate to roll up their
sleeves, get involved, and understand the nuts and bolts of

their organizations.3!
Gardner contended that visionary leaders must have

the ability to: (1) think long term and understand how
their vision fits into the big picture, (2) motivate people
to take action and get involved with the vision, and (3)
sift through the clutter and confusion of situations to
determine future outcomes.?? Gardner described visionary
leaders as those with wisdom, with the ability and
gengitivity to deal with the currents of change and
emerging trends, and with the wit and courage to act; and
as those who are open minded and good listeners.??

In his book, Visionary Leadership, Burt Nanus
contended that there are four essential qualities required
of the visionary leader. The leader must be a great
synthesizer, a spokesperson for the vision, a change agent
for the vision, and a coach for the vision. He argued that

none of these can be done separately if the vision is
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going to be fully implemented. His formula for visionary

leadership laid out the relationships as follows:

1. VISION + COMMUNICATION = SHARED PURPOSE

2. SHARED PURPOSE + EMPOWERED PEOPLE + APPROPRIATE

ORGANIZATIONAL CHANGES + STRATEGIC THINKING =
SUCCESSFUL VISIONARY LEADERSHIPI

Nanus stated that the most important quality for
visionary leaders is their ability to form and implement
visions for their units. He argued that the best
indicator for such a skill s a "domonstrated record of
successfully taking charge and pointing the way in some
other setting."3% When looking for a visionary leader,
Nanus recommended looking for "people who appear to some
as intelligent misfits, idiosyncratic and self-motivated,
but who have the curiosity, drive, and ambition to want to
change the world."3S

Nanus argued that visionary leaders must balance
within four dimensions: the present and future and the
external and internal environments. The leader is at the
center of these four dimensions, balancing the
responsibilities of being a spokesperson, coach, direction
setter, and change agent.37 (See figure 5.)

Finally, Nanus made some suggestions to help the
prudent visionary leader act on his or her qualities:

1. Don't do it alone.

2. Don’'t be overly idealistic.

3. Reduce the possibility of unpleasant surprises.

4. Watch out for organizational inertia,

5. Don’'t be too preoccupied with the bottom line.

6. Be flexible and patient in implementing the

vision,
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7. Never get complacent.d®

Marshal Sashkin, a senior sssociate of the Office of
Educational Research and Imprcvensnt, U.S. Department of
Education, described visionary leaders in his article,
“True Vision in Leadership," as:

Effective Teaders (that) have the cognitive
ability to create visions, understand the key
situational charactaristics that must be
incorporated into their visions, and are
behaviorally capable of carrying out the actions
needed to turn vigions into reality.39

Similar to the Army's four factors of leadership in M
22-100, his theory for visionary leadership had thrue
factors: the leader, the 1eader’s behavior, and the
situation. He 1ncqr;orated the Army’s fourth factoui,
communications, within the arsa of the leader’'s
behavior .40

Sashkin focused on the combination of these arcas
because he believed that visionary leaders must have a
deap, basic awareness of key situational factors to allow
them to dictate what laadership approach to take and wrat
actions are required. He argued that vigsionary leadership
required leaders to be capable of: (1) developing
long-range visions for their organizations, (2) knowirg and
understanding the key elements of vision, and
(3) communicating their visions in ways that compel pecple

to take ownership in the vision and help make it

happen.4?
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Visionary leadership, according to Sashkin, reguires
four distinct thinking skills by the leader: (1) the
ability to express the vision; (2) the ability to make the
vision clear in terms of its required action, steps, and
aims; (3) the ability to extend the vision--implementing it
in a variety of gsituations; and (4) the ability to expand
the vision--applying it in many different ways in a wide
range of circumstances.4?

Sashkin also argued that charisma is a leadership
quality necessary for visionary leaders. He stated that
“charisma is not personal magic; it is the result of
effective behaviors the leader engages in to communicate
hig or her vision."43 He identified five charismatic
behaviors of visionary leaders.

The first charismatic behavior, focusing other
pecple’'s attention on key issues, helps people grasp,
understand, and become committed tc the leader's vision.
The seccend behavior, communicating effectively, means
visionary leaders listen for understanding, rephrase to
clarify, and give constructive feedback. The third
charismatic behavior centered on the importance of people’s
consistency and trustworthiness. People in the
organization may not always agree with the leader, but they
can "trust him to mean what he said and say what he means:
he would not shift positions with every shift in the

political winds."44
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Sashkin's fourth typo of charismatic behavior was
displaying respect for self and others. Leaders must start
with self raespect in order to truly care for others around
them. Visionary leaders are self-assured and confident in
their own abilities. However, a key point Sashkin made was
“This sense of self-respect, of confidence in one’s self
ard one's abilities, comes across not just in the leader’s
attitudo about himself. It also shows in how he treats
othors.“‘i This behavior can result in the 1eadar’s‘
vigion being shared by the organization because people f§e1
good about themselves and the organization. They want to
move in the direction of their leader.4s |

The last charismatic behavior involved leaders
taking caiculated risks and standing firm on their
decisions by making a commitment to these risks. Visionary
leaders do not have time to back track on their actirns or
fluctuate on their decisions. Leaders must dedicate their
efforts towards focusing on thair goals. More importantly,
leaderes "build opportunities into their risks for others to
buy in, to take the risks with “he leaders and share in the
effort and the rawards."¢7

In "vVigion: The Leadership Difference,"” Elise Brown
documented an interview conducted with Warren Bennis.
During the interview Bennis stated that vigsionary leaders
must have positive self-ragard and ha discusserd three

critical qualities:
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They know their strengths. When asked about
their strengths and weaknesses, they tend to
downplay the weaknesses and articulate their
strengths. (Secondly) They nurture and develop
their talenta from a fairly young age. (Thirdly)
Perhaps most important, they can discern what the
organization needs and what they can provide.4®
Brown summarized the leadership qualities of
vigsionary leaders into four key areas. First, they have an
intengity of vision which solicits attention and gains
commitment from other people. Secondly, they are able to
communicate their agendas and goals in a meaningful,
consistent, and powerful way. Thirdly, they have
unghakable convictions in their goals and beliefs, building
trust within the organization. Lastly, they have positive
self-regard and value their own self-worth, causing
seif-esteem to become contagious throughout the
organization.4?
In Thriving on Chags, Tom Peters stated that leaders
with vigion must: (1) look at their prior experiences, (2)
make lists and write ideas down, (3) talk with people from
other walks of 1ife, (4) participate in the organization,
(5) be good listeners (because visions are seldom
original), and (6) 1ive their vision. Living the vision
means formal declaration, preaching and teaching, and it
means pure emotion. Peters said, "The vision lives in the
intensity of the leader, an intensity that in itself draws

in otherg,"%0
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Jim Kouzes and Barry Posner, in The Leadership
Challenge, presented their findings on essential leadership
charactearistics based on numerous investigations and
surveys (more than 5900 managers carvoyod with over 225
valuoo; traits, and cha-acteristics identified). The top
four responses for characteristics that subordinates wanted
to see in their superiors were integrity (or honesty), |
competence, forward-lcoking, and‘incpiring."'

Kouzes s&nd Posner concluded these top four
charaétorietics, téken §o1lectiv-ly, compris§ a leader that
is credible. They discovered more than anything that
followers wanted leaders they could believe in. Visionary
leadaers look forward to the future, and they possess in
their minds the visions and ideals of what can be. They
have a positive attitude about the future, and they
passionately believe that people make the difference.%?

Another important conclusion made by Kouzes and
Posner in respect to these 'eadership characteristics was
that the "leadership practice of inspiring a common vision
involves being fcrward=-looking and ingspiring."*3 The
process of modelling the way requires leaders to clarify
their set of values and be an exampie of those values to
the people who surround them. Subordinates trust leaders
when their words match their deeds. Trust is one of the
major elemants that enables others to act. Leaders who

trust their subordinates foster mutual trust in return.
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Doing so leaves subordinates with the perception that their
Teader is just, fair, and sincere.t¢
Review of Military Literatyre

The Army's ssenior leadership doctrine, EM_22-103,
presented several characteristics required of visionary
leaders. They must teach, coach, encourage, cars, be
technically and tactically competent, and train
subordinates to be the same. EM_22-103 stated that "To
make sense out of the seeming chaos and form their vision,
senior leaders and commanders must possess certain
attributes and perspectives and adhere to specific
leadership imperatives."$8 Attributes, perspectives,
and imperatives relate in several ways to the leadership
qualities expected of visionary leaders for the Army.

First of all, the attributes required of senior
leaders are: (1) they must be standard bearers
(establishing an ethical framework for the organization);
(25 they must be developers (when teaching, training, or
coaching); and (3) they must be multitalented integrators
(establishing the conditions for focusing the activities of
unite and soldiers).%®

Secondly, senior leaders must possess well-developed
perspectives that are founded on appropriate knowledge.
These perspectives “provide senior leaders and commanders

with the parsonal confidence to know that the vision is
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correct or needs changing to conform with tho
situation."¥? FM 22-103 separates these pnropoctivoc
into three areas: historical, operational, and
organizational. From a historical perspective 10adofs huct
read, study, and know higtory to give them a core nf
background knowledge., The result is a flow of "certainty
of purpose, moral strength, analytical skills, and cn1mn¢n§
in the face of uncortainty as thoy form and refine their
vision of whnﬁ must be done,"§$

“The operatiohil‘poropoctivo of the 1.§dor “develops
from current knowledge 6f doctrine, constant study of the
art of war, and total familiarity with the capabilities of
men and machines."%? Leaders that understand and know
operations deeply are "able to arouse units and men through
the vision to be bold and aggressive in the pursuit of
excellence and victory."60 |

The last perspective, organizational perspective,
takes the senior leader to the soldier-levei of the
organization. For the leader this means studying soldiers,
knowing the capabilities and limitations of both the unit
and the soldiers, and it means being involved. Personal
involvement means carinq fcr soldieras, developing cohesion
and teamwork, and ompowering the1r vision throughout the
entire organization.®!

Hav}ng the proper attributes and perspactive is not

enough. Senior leaders’ “"vision of what neads to happen
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must contain imperative for focusing action."¢? They

engure their vigions include provisions for providing (1)
purpose, (2) direction, and (3) motivation to their units

and soldiars, as required by EM _10Q-5.%?

The 1mporntivo of purpose means previding the
organization with a reason to focus on the future and
continue operations. ' It is an ability to understand what
is required of the organization, and depends on the ability
of the leader to communicate his intent, or vision, It
requires the laader to be capable of: (1) establishing
tasks, (2) building harmony and trust, (3) focusing
soldiers and the unit on the tasks, (4) trusting
subordinates, and (§) providing a climate that oncouragés
people to freely seek opportunities to improve and commit
themseives to the organization.®4

The imperative of direction requires the leader to
chart a course for the organization by setting goals and
standards. Leaders must promote values, develop teams,
engure discipline, and train the organization.’ “"Without
purpose and direction in combination, no vision is
complete, and communication of the intent is inexact at
best .88

The last imperative is motivation. It is essential
that subordinates know not only why and what must be done,
but that they have the will to perform. Motivation

provides subordinates the will to achieve the desired goals
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of the leader and the organization, even undar the worse of
circumstances and conditions. The leader must be able to
motivate individuals to perform as a team and act on the
viqion.f'

Lieutenant Colonel Herbert F. Harback, in "The
Th;out to Strategic Leadership,” stated that the
ch:racﬁo?1§t3ca of the visionary leader are experience,
wisdom, tonmwprk. and mentorship. The key to leadership
development is the interaction with other experienced
leaders. This allows wisdom to be shared by integrating
Tessons learned from past experiences intc current
situations. Harback arguad that "wWhen this ability is
combined with the ability to project beyond current
constraints into a distant horizon, the basis of
‘visicnary’ mentoring...is formed."¢? He drew a direct
correlation between mentorghip and visionary leadership.
Without mentorship, Harback says we “risk the 1088 of the
Army's vigsionary process development at both the direct and
indirect leadership levels."t8

In "Translating Vision Into Reality: The Role of
the Strategic Leader” Colonel Richard Mackey, Sr, argued
that the discriminator between successful strategic leaders
and their contemporaries was their experience base. As
leaders progress to positions of greater responsibility,
the tasks involved become more complex. Greater complexity

resulting from a rapid rate of change. There are more
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variables for the leader to contend with, and there is
increasing uncertainty in the outcomes of events. Unlike
other authors, Mackey argued that this complexity calls for
visionary leaders to possess a substantial problem-solving
ability, o9

Lieutenant Colonel Archibald V. Arnold III in
"Strategic Visioning: What it is and How it's Done"
identified many competencies required of strategic
visionaries. He categorized them in the BE=-KNOW-DO format:

BE - Open minded, unconstrained by convention.
- Logical.
- Effective communicators with all sorts of
media.
- Broadly experienced.
- Smart enough to synthesize diverse concepts
into coherent and whole vision.

KNQW - History.
- People.
- The DOD, JCS, Army long range planning
systems.
- A good idea when he sees one.
~ The visions of higher authorities.

DO -~ Listen to even the most outrageous and
radical ideas.
- Nurture the strange people that have these
ideas.
- Build consensus.
- Sel11 the vision.?0
Arnold also discussed the visionary leader in terms
of being a genius. He agreed that some of the very best
visions are quite often simple, intrinsically energizing
and memorable; and they usually result in long-term,
successful performance by the organization. However, some

visionary leaders, he argued, possess the element of
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genius, a special ability to synthesize that may depend on
the intellectual capacity to solve complex problems.
Accordingly, he concluded that "both a reasonably high
level of intelligence and the ability to think logically
and flexibly are essential to visionary genius."™!

Colonel Claudia J. Kennedy, in her individual study
on "Strategic Vision: A Leader and a Process,” stated the
attributes of the visionary leader as: self-confidence,
risk-taking, perceiving, innovating, intelligence, power,
focus, balance, timing, and reframing the problem. Her
identification of the critical attributes for visionary
leaders were similar to other authors. However, the
attribute of balance was a new‘addition that deserves
further clarification. She defined balance as the leader’s
capability to recognize the importance of other people’s
centers of gravity. It is the leader’s ability to
establish a flexible vision that can survive changes in the
short term, yet not damage the long-term view. It is
recognizing opposing viewpoints and arguments. "Balance
gives the leader’s vision credibility because it
accommodates other competing views, therepy enlarging the

constituency for the leader’s vision."72

Review of General Officer Spesches
During a presentation to the Command and General

Staff College, General Franks, Commander of the U.S.
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Army's Training and Doctrine Command, made reference to the

characteristics of visionary leaders. He called thease
characteristics "matters of the mind and matters of the

heart."?? Matters of the mind referred to leaders who
have intellactual focus and are able to shape the Army's
education, training, and doctrine for the futuro. They
understand the threads of history, are comfortable with
ambiguity, are able to handle situationa of a rapidly
changing world, and look to the future.

He referred to matters of the heart as those
characteristics of the leader that sustain us: focus,
dedication, competence, toughness, and selflessness.
Leaders with these kinds of characteristics are self
assured and know what the nation trusts them to be. They
feel; they act; they understand; they do not second-guess
themselves; and they make tough decisions.?4

General (Ret) Maxwell Thurman, in a presentation to
the Command and General Staff College in October 1892,
described the visionary leader as one who inculcates a
sense of confidence that ha is on top of things, knows
where the organization is go1ng..and knows where he wants
it to go. He also stated that the visionary leader allows
subordinates to align their own sense of purpose and direct
their loyalty and comﬁitmont to the organization, which is

egsential for building organization-wide consensus.?’
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General Thurman limited the strategic leader or
visionary leader to ponit1on¢ of responsibility requiring
three or four star general officers or chief executive
officers. These leaders, he contended, are held
accountable by the institution for the output of their
organizations and getting their organizations to follow
along with them in a common direction. He stated that
strategic leaders are responsible for promulgating
strategic visions of where their organizations are going
and what they might look 1ike in the next 10 to 20 years.
Strategic leaders must be able to deal with greater
uncertainty, a larger number of variables, greater rate of
change, and a high degree of interdependence. The
strategic leader is also responaib1c'for creating an
institutional culture and for articulating and
ingtitutionalizing a set of values.

General Thurman categorized values into three areas:
soildier values, institutional values, and operating values.
They include the following characteristics:

v :
- digscipline and stamina
- gkill
- loyalty

- duty
- couragea

commitment--patriotiasm
competence--technical and tactical
candor--honesty and fidelity
courage--moral and physical

[ I B =
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mutual trust, confidence, and reliability
fairness and justice

openness with freedom from fear

respect and dignity

challenging work

competent leaders

opportunity to work to full capacity??

Sumnary

The review of literature proved that a significant
amount of material, both military and civilian, on the
concepts of vision and visionary leadership was available.
More importantly, though, it reinforced the fact that there
are both shared and varied perspectives about: (1) the
definition of vision; (2) the qualities essential for
vigsionary leadership, and (3) the applicability of these
concepts for the Army.

The review focused on the development and usage of
the concept of vision in the Army, the many definitions of
vision, and leadership qualities. This focus confirmed
that the Army has increasingly adopted the concept of
vigion in its doctrine, but it lacks a solid definition and
consistent usage.

Additionally, the review of leadsership qualities
from a baseline perspective provided the required
foundation from which to develop the essential leadership
qualities for visionary leadership. The most significant
point surfaced about leadership qualities was the support

by civilian literature for visionary leadership at all
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levels of the oroun{zation. whereas Army doctrine l1imited

it to senior leaders.
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CHAPTER THREE
RESEARCH METHODOLOQY

This research proposes tc analyze the spacific

leadership qualities essential for Army officers to provide

vigionary 1ohderohip.

Subproblems

The first subprobiem was to identify the concept of
vigsion in the Army by examining the development and usage
of this concept in official publications.

The second subproblem was to discuss the various
definitions of vision.

The third subproblem was to uss the\many definitions
of vision to discover the leadership qualities associated
with this concept.

The fourth subproblem was to further identify
leadership quaiities demanded of Army officers and to
analyze those specific qualities essential to visionary

leadership.
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Methodology Usad
The research methodology used for this study was

primarily descriptive in nature. Research conducted

focused on: (1) Army doctrine; (2) leadership articles,
monographs, and stugy prpjgctl written by military
officers; (3) leadership nrticIoa and booke Qritton by both
military and1c1y11inn leadership experts; (4) briefings,
speeches, and interviews on-1oadcrchip topice; and (8) |
higtorical case studies of both past and present. leaders.

' Additiona119, as part of my methodology for this
study 1 dovelopdd four charts and two models to eerve as
conceptual summaries and anaiysis of tha material and ideas
presented in the resasarch,

The first chart developed supports subproblem two
and lays out the compondnts of vision, as defined in the
literature used for the study. It serves as an
organizational tool for presenting a congsolidated list of
the data collacted for definitions of vision. The chart
depicts the components of vision in two major categories:
what a vision must be and what a vision must do.  Tho
research material was divided into four major areas:
military manuals, military re1éted literature, general
officer (G/0) briefings and speeches, and civilian
literature. An "x" identifies the source where the

associated component of vision was found. (See figure 1).
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The remaining charts developed, (mee figures 2,A
|BE], 2.8 [KNOW], 2.C [DO]), support subproblems three and
four, identification and analyasis of basic and essential
ﬁnldcrohip qualities. These charts were structured using
Lhe Army's "BE-KNOW=-DO" framework, and provide a
zonsolidation of the data collected. There are thres
charts that construct this'framework.

The 1cadorshjp‘qua1it1co presented in EM_22-100 were
used to establish the baseline for each of the charts.
dua1itios are presanted using “"main dua1it1¢s" (for
instance, character) and “subset gqualities" (for instance,
dﬂtnrmfnation). Qualitiss, both main and subset, not
addroasad in EM_22-100, but found in other sources were
added to the chart. A "+" denotes additional qualities
found in one or a combination of the following references:
EM_22-103, military related literature, genofa1 officer
briefirgs or speeches, and civilian literature. Essential
nualities for visionary leadership are annotated with an
asterisk on the charts. An analysis of these qualities is
in Chapter Four.

The first model deveioped attempts to conceptualize
vigion with respect to leadership qualities given time,
axperience, and rank or position of responsibility. It was
davaloped based on my interpretation of the research

material., This etudy did not attempt to prove this model,
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rather provide a suggested tool for further research. (asee
figure 3.)
The asecond model developed focuses on the visionary

leader. It is a synthesis of the Army's four factors of

leadership mode! from EM_22-100 and Burt Nanus' leadership

roles model from Yigionary Leadership. (See figures 4 and

5, respectively.) The proposed model places the leader in
the center, balancing the leadership roles, and places the
led in al1 four quadrants. (See figure 6)

The essence of the methodology used for this study
was to (1) look for common ideas and conclusions about
vision and visionary leadership; (2) to uncover those areas
of visionary 10a§crship that the civilian sector has
studied that are applicable to the Army, and could assist
the.Army in continuing to develop the concept and: (3) to
identify paralleis betwsen the military and civilian

literature.

Data Needed

The data needed for subproblem one was
(1) identifying the first introduction of the concept of
vision in Army doctrine, (2) tracking the subsequent
development and use of the concept of vision in the Army's
current doctrine, and (3) reviewing the Army’'s doctrine
that is under revision to determine if or how the Army

plans to implement the concept of vision.
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For subproblem two the data needed was

(1) determining the Army's daefinition for vision,
(2) collecting the various definitions of vision found in

civilian literature, (3) identifying and separating all the
components of visicn, (4) establiishing why vision is an
important concept in society, and (5) establishing why
vision is an important concept in the Army.

The data needed for subproblem three was
identification of the basic leadership qualities expected
bf Army officera. This data was needed for establishing a
baseline or foundation to build on for subproblem four.
Subproblem four required data that identified the essential
leadership qualities necessary for leaders to provide
vigionary leadership.

Means of Collecting the Data

The data for all subproblems came from a combination
of the following areas: The Combined Arme Research Library
(CARL), interlibrary loans, and personal libraries of
professional literature from friends and contemporaries.

The data researched and analyzed came from one of
the following military or civilian sources: monographs,
study projects, theses, dissertations, books, articles,
leadership studies and surveys, briefings, speeches,
interviews, vision statements, command philosophies,

military school curriculum, and interviews.
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Ireatment/Analvsis of the Oata

For subproblem one I reviewed the data found from
both the military and civilian resources in order to form
an audit trail of the rise of the concept of vision in the
military. Ouring this process I focused on how the concept

of vision was incorporated into the Army'’'s doctrine.

The research spanned £M_1Q0-8, Operations, the
Army's keystone doctrine to EM 25-100, Training the Force.
It was essential to analyze the data within numerous Army
Field Manuals to: (1) provide an audit trail of the concept
of vision in Army doctrine; (2) look for inconsistencies
within the Army's doctrine on the concept of vision;

(3) determine at what levels of command the Army
incorporated the concept of vision; (4) determine where the
Army needs more clarification on the concept of vision; and
(5) determine how further roseﬁrch on the corcept of vision
from the civilian experts can be incorporated into the
Army's doctrine.

For subproblem two it was necessary to: (1)
determine if the Army had a definition for vision; (2) if
the Army did have a definition for vision, determine if it
was consistent throughout the doctrine, and if it was a
good definition; and (3) if a definition of vision was
determined to be needed, develop a definition by analyzing
numerous definitions found in military and civilian

literature. As previously noted, there were so many
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components of vision presented throughout the l1iterature

that it was necessary to develop a chart. The chart was
useful for analyzing the similarities and differences in

the data. (See figure 1; analysis of the data is in
Chapter Four.)

The data for subproblems three and four on the
various leadership qualities presented in the literature
were analyzed to develop the essential leadership qualities
necessary for visionary leadership. Again, a chart was
developed that lays out the qualities identified by the
various authors. (See figures 2.A, 2.8, and 2.C; see

Chapter Four for further analysis of qualities identified.)
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CHAPTER FOUR
ANALYSIS

As quickly as the military concept of vision has
risen and found its way into several Army publications in
Just the past six years, it could disappear just as quickly
without proper attention. Numerous articles, study

projects, and monographs written by Army officers have

analyzed the concepts of vision and visionary leadership,
and how well it has or has not been incorporated into the
Army.

To understand the concepts of vision and visionary
leadership it is necessary to analyze leadership
qualities. First, the baseline leadership qualities must
be established and analyzed. From the analysis of the
baseline qualities, coupled with the concept of vision, the
ussential qualities for visionary leadership can be

developed and analyzed.

Vision and Visionary Leadership for Army Doctrine
Army Paergpective
Soon after EM 22-103 was published in 1987,
Lieutenant General (Ret) Walter F. Ulmer, Jr., argued in

his article "The Army's New Senior Leadership Docprine"
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that senior leaders use their vision to infliuence the
organization, but their ability to do so relies heavily on
the conditions of command climate. He was critical of EM
22-103 and the absence of this important relationship
between vision and command climate.!" He also argued in
his article that EM _22-103 is long on presenting vision as
an ideal, but short on giving its Army officers the
"how=-to's" for implementing their vision.?

However, General Ulmer did find the chapter
“"Impiementing the Vision" in FM _22~103 to be a "mainstay of
executive leadership, and the concept is explored in enough
depth to gensrate interest."? He suggested that
discussions nead to focus on “"such necessary techniques as
penatrating the eachelons of the organization, measuring
progress in implementing the visioh, and reinforcing shared
organizational valuos."¢ More attention must be given to
the “how-to's.\since it is not understanding the ideal but
knowing how to move toward it that separates tha effective
climate~builders from the well-meaning othars."$

Colonel Mackey also analyzed FM_22-103. Like
General (Ret) Ulmer, he argued that FM_22-103 did not
"clearly and simply describe vision and its attributes."$
He concluded that because of the lack of clarity, we are
forced to look elgsewhere to gain the undersatanding.’

Again, this sends a clear message that the Army has

inadequately adapted the concept of vision in its doctrine.
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EM 28-100, Training the Force, stated that senior

leaders must be pcricna11y involved with the training of
their organizations, and that they must develop and
communicate a clear vision that "provides the direction,
purpose, and ﬁotivation necessary to prepare individuals
and organizations to win in war."? A clear vision must

be underatood by organizations. Therefore, it must be
baaad on both the leaders’' and their subordinates’ thorough
understanding of "mission, doctrine, and history; enemy
capabilities; organizational strengths and woaknesses; and
training environment."?

The lack of "how=to's"” in the Army’'s manuals spreads
over into the professional development of leaders, as
well. Lieutenant Colonel Harback presented the argument
that leaders with vigsiocn are critical to the long-~term
influence of the organization, specifically within the
Army. He addressed the Army's leader develcpment program
as the source of ensuring we do not lose this process in
the Army. He focused on sclid leader development.

He argued that the three component pillars of leader
development-~formal institutional training, oparational
asgsignments and self-development--are not sufficient in and
of themselves. They are short-term oriented while the key
to leader development is that it is critical to long-term

corcerns. The three pillars do not address the development
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of leadership beyond the tactical and technical

compet.encies. He stated the following:

Proficiency is critical, but there must be
room for the unique developmental needs of future
strategic-ievel leaders--the fourth pillar . . .
Today's decision makers may recognize the
difference batween ocperational and strategic
focus, but not so clear is the long-term
developmental process that allows for the
formulation and execution of strategic vision. 1In
short, the ability to provide visionary leadership
takes years to develop and involves the passage
through various experience-enriching programs that
are eaiy cost-saving targets. Our strategic-leve!l
leaders in Desert Storm were the product of this
career long procesa.!9

Harback gstressed that the Army misses the boat if it
waits until a person matures in age and experience before
focusing on strategic development. Expanding leader
development to include strategic (visionary) leadership
development as a fourth pillar would:

..nurture intellectual expansion, experience
exploration, risk underwriting and long-term
mentorship--all hard to quantify, yet critical to
the strategic aspects of leadership development.
Strategic leadership does not exclude the other
three pillars, it complements them. It is the
center post, more vital than any of them and upon
which our Army's future ultimately depends...To
wait until an officer reaches the War College and
has 20-plus years of service to start to identify
and act upon strategic leadership development is
a failure to recognize the progressive complexity
of leadership.'!

Harback concluded with some firm recommendations to
keep the Army focused on the importance of developing

visionary, strategic leaders that can and will influence
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the Army of the Tuture. Recommendations partinent to this
study:

1. Define strategic leadership in tne Army and
identify where strategic leadership deveiopment
takes place.

2. Bring into alignment tha roles that basic and
advanced courses, CAS(3), US Army Command and
General Staff College, civil schcoling and
genior service school play as the formal
education portion of leadership development.

3. Sort out the Army leadership development
proponent and speak with one voice.

4. Ralook the officer evaluation system in light

. of how it provideas to developing visionary
leadaers the positive encouragement to be boild
and take risks that will stretch one’'s
leadership abilities.

5. Develop a feedback system that checks and
protects the process from future restructuring
impacts.!2

In terms of leader development for the visionary or
strategic leader, Colonel Mackey prcvided the following
argument:

Recent parsonal experience supports the fact
that the Army War College is the first attempt,
within the institutional setting, to bring about
the trangsition to the strategic level of leader-
ship, both in understanding and orientation.
Waiting until an individual is selacted to attend
the Army War College is not the time to begin the
trangition process. It must be a continuous effort
that recognizes the most gifted and nurtures them
within the Army as an institution.'3

Colonel Mackey also stressed the importance of
continuous efforts towards nurturing and educating Army
officers to prepare them for the demands of strategic level
leadership.'4 Consequently, it requires the Army to
address in its doctrine and leader development system the

qualities expected of visionary leaders.
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Eield Manual 22-103, Leaderghip and Command at
Senior Levels, is under revision by the Center for Army
Leadership, Fort Leavenworth, Kansas. Vision continues to
be an important concept incorporated in the manual, and
proper focus is being given to it in the new edition.

Field Manyal 100-5, Qperations, is under revision.
Unfortunately, the concept of vision, for all practical
purposes, is not addressed in the proposed draft. Since EM
100-5 is the Army’s keystone warfighting doctrine and .
foundation for all other Army doctrine, the absence of
vision in its pages is unfortunate. It is hoped that the
lack of emphasis on vigsion in the new £M_1Q0-5 is not an
indication of its demise. It is certainly a valid concern.

At this point the Army would serve itself well to
pay close attention to the research and analysis of the
concepts of vision and visionary leadership conducted by

experts in the civilian arena.

Further Analysis Based on a Civilian Perspective
In many respects the Army has adopted most of its
current doctrine on the concepts of vision and viaionary
leadership from the civilian sector. However, there is
still a tremendous amount of research and analysis out
there that can be applied to the Army’'s current leadership
needs. The following anelysis of the concepts of vision

and visionary leadership is provided for possible
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congideration for indoctrination inte the Army's manuals.
Specific conclusions and recommendations on this analysis
are in Chapter Five.

Surt Nanus emphasized the importance of
well-designed training and development programs to enhance
leaders' vision-forming skills. This could be done by
putting people in positions where they could observe other
visionary leaders. He stated the importance of mentorship
for developing future viaionary leaders. Another approach
he recommended was studying the visions of great leaders
and analyzing case studies.

Nanus stressed not only the need for developing
visionary leaders, but for increasing the number of
visionary leaders at all levels within the organization.
He recommended encouraging all of them “to articulate
visions worthy of their commitment and the organization’s
confidence. Applaud their initiative and tolerate their
migstakes, "8 '

Tom Peters echoed egimilar concerns and argued that
vision is the essence of the organization, and unless given
proper attention and clarification, it will become nothing
more than a fad in businesc circles. He stated that there
is no leadership topic more important than "visioning," and
it is essential for energizing and guiding the
organization. Leaders must know "how to" communicate their

vigion,18
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Army doctrine failas to address vision in any of its
manuals below the division level. It does not even address
it when referring to senior-lavel 1oadorohip‘1n EM _22-100,
direct versus indirect leadership. FM _22-100 stated that
at the senior level, leaders operate by influencing | )
indirectly through layers of large units. The way in which
senior leaders influence or should influence is through
their vision. By omitting this from EM_22-100 the Army ’
tails to communicate to junior leaders the importance of
vision.

Vigionary leadership, according to Burt Nanus, is b
not limited to particular positions or levels of
responsibility. He contends that it does not matter if you
hold a pds1tion at the very top of the organization or if »
you work in the mail room. A1l that matters is that the
“organization you lead has some identifiable boundaries
within which it is free to operate, some resources at its ’

disposal, and some people in it whose efforts you are

expected to lead."!'?

Nanus stated that not only is vision possible, but »
it is necessary wherever leaders have control of resources,
have responsibilities for some amount of activities, and
are mandated by some higher organization. "Visionary ®
leaders at any level take ownership of their units by

forming and committing to a meaningful vision” and that

»
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vision should be consistent with the ovcrn11‘vision of the ,
organization,!® b
Ihe Oafinition of vision

EM 21-100, Division Qperationa, defined the ®
commander’'s vision as his personal concept of what the
division must be caqulo of doing by some future point. EM ‘
11-100 also stated the following about the commander's [

vigsion:

No coherert battle is possible without a
vigion of how it should conclude. The division
commander transmits his vigsion through his ®
intent. But vision, as it applies to a
particular battle or mission, goes beyond the
concept.. It encompasses the immediate as well as
future battles or events. This vigion becomes
his concept of ocperation and represents the
essence of command. It is the means by which the ®
division commander infuses his will among his
subordinates. The vision establishes focus for
actions and guidance designed to defeat an enemy
force in an extended area...by the arrangement of
a gseries of engagements and battles in time and
space.'? P

IRADOC Pamphlet 525-100-1, Leadership and Command on
the Battlefield, defined vision as the commander's intent.
It is that which "must be imparted to, overlaid on, and »
absorbed by the organization so that the organization can
achieve its mission."29 The vision must be based on
standards, and it must provide guidance, set limits, and »
empower energy to the unit for carrying out missions in

combat .2
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Lieutenant Colonel Arncld differentiated betwean
vision and strategic vision by using Bennis' definition of
vigion from Leaders: "Vision is the m111t§ry leader's
mental picture of the desired cﬁnractoriaticc of the
organization he or she commands at some po%nt‘in the
,futuro.*" He equated this type of vision with the
Army’'s definition for the commander's intent or philosophy
of command, that type of vision that most war college
students have oxpofi.ncad.

strategic vision, Arho1d argued, ‘is diffcront than
the vision described by Bennis. It is different in terms
of the timeline and the leaders for which it is
applicable. Strategic vision, as a rule of thumb, focuses
10 to 20 years into the future; a reasonable limit that
fits into the {L{imelines for the Army's research and
development prbgrnms. It is "the executive level or four
star military leader’'s view of the desired future
characteristics of his/her organization within some distant
and likely political, social, technological, environmental,
and military context."?¥ I would argue that strategic
vigion i8 not really "different” or a separate entity.
Rather, it is just simply larger, more encompassing. It
requires a larger focus by the leader by virtue of the
expanse of the strategic leader’s realm of responsibility.

Colonel Mackey defined vision as a mental image in

the mind of the commander that must be clearly communicated
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and easily understood @o that it generates oxcitomont,
appeals to the gut, ind creates energy and commitment. It
should describe & desirable future state that establishes
or reinforces the va1uoq of the group.4

‘ Colonel Kennedy defined vision as the foundation
from which "objectives would be developed to link the
vision to concepts, leading to plani, programs, and
actions."t® She stressed the imbortanc. of not confusing
vicionipg\with-planning, stating that "nothing wastes more
time ﬁhén trying to apply piannina for what requires
vigion; and nothing is less effective than being visionary
when plans are needed."2%  Additionally, "vision does not
saek to maximize certainty because it does not, as does
planning, attempt to project a continuum from the present
to the future."2?

General William Pagonis, who led the 40,000 men and
women who ran the theater logistics for the Persian Gulf
War, stated in "The Work of a Leader"” that a leader must be
lee‘to shape the vision. "Simple is better, since
delegation depends on a shared understanding of the
organizational goal."23 He recommended visions be coined
in short sentences, capturing the aim of the organization,
and then disseminated throughout the organization.2?®

General Pagonis also believed that vision must be

defined by the leader, but subordinates muet define the
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objectives that create the building blocks for the vision

to be realized.3°
Peters made several key points in reference to the

definition of vision:

1.

7.
8.
9.
10.

11.

Inapiring visions rarely include numbers.
Rather than numbers, it is quality, best
service, best relations, widest selection, etc.
Visions bring about a confidence on the part of
the employees, a confidence that instilled in
them a belief that they were capable of
performing the necessary acts.

Visions are paradoxical in that they are
stable-~-focusing on superior quality and
service~-and dynamic--underscoring the constant
improvement and constant try-adjust-fail
cycles,

Vigions must act as a compass in a wild and
stormy sea and, like a compass, it losses its
value if it’s not adjusted to take account of
its surroundings.

The controls for visions are not a lot of
reviews and meetings, it is understanding the

‘basic concept and philosophy of the company.

To turn the vision into a beacon, leaders at
all Tevels must model behavior congsistent with
the vision at all times.

Trust is a key factor. Trust implies

_accountability, predictability, reliability.

The first task of vision igs to call forth the
beat from the organization's own people.
Vieions are as much about the past as they are
about the future.

The most effective visions draw upon enduring
themes to make us feei more confident about
stepping out in new directions to deal with a
brave new world.

A vision is concise, encompassing, a picture of
sustaining excellence in a major market.?!

Kouzes and Posner defined vision as the Yorce that

invents the future. It is a desire to make scmething

happen in the future, to change the way things are

currently being done,to create something new and unique.
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They stated, "A person with no followers ie not a leader,
and people will not hecome followers until theay accept a
vigsion as their own."%? They further discussed the
definition of vision by describing its meaning:
We prefer to use the term vision,..because it
is the most descriptive term for the ability that
leaders discussed with us. We prefer vision ...
because it is a "sea” word. It evokes images and
pictures. Visual metaphors are very common when
we are talking about the long range plans of an
organization...vision suggests a future
orientation--a vision is an image of the future...
vision connotes a standard of excellence, an

ideal. It implies a choice of values...it also
has the quality of uniqueness.¥?

A key point that Kouzes and Posner addressed in
their definition of vision was the relationship of a
leader’s vision to a specific time period. In this respect
the leader’s vision is a point on the horizon that will be
reached at some future date, it is a statement of what will
be created years or decades ahead. However, different
tasks require different lengths of time to complete, and
time spans vary depending on the leader's position. As a
rule of thumb they believed that leaders’ vision should
look three to five years into the future.34

Marshall Sashkin defined visions as varying
infinitely in the specifics of their content. Regardless
of their variéncas, howaver, he stated that there are three
basic elements that must be present for any vision to have
a substantial effect on an organization. Vision must

address change, incorporate goals, and focus on people.
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Only through people can a vigion become real. Vision
cannot remain an idea of solely the leader because if the
“leader's property is not owned by the organization's
members, it cannot succeed."??

In "Strategic Vision and Strength of Will:
Imperatives for Theater Command" Major Mitchell Zais argund
that strategic vision is one of two essential leadership
qualities for the most senior commanders. He defined
strategic vision as that "which enables the commander to
Jjudge the true nature of thp war he is fighting and to link
the political goals of that conflict to the military means
at his disposal...(it is) the essential level of military

competence. 38

i i litid

General (Ret) H. Norman Schwarzkopf, Commanding
General for Operation Desert Shield and Desert Storm, is
admired as a visionary leader. When he was the commander
of the Army’s I Corps at Fort Lewis, Washington, Genera!l
Schwarzkopf not only published his vision, he taught it,
and more importantly, he lived it. In recent months, since
retiring from the Army, he has travelled throughout the
country conducting leadership seminars. His seminars
focused on the leadership qualities expected of Army
officers. He captured the qualities and characteristics of

leaders in two categories: competence and character.3?
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General Schwarzkopf preaches that. leadership and
management are not the aame. Managers manage resources,
and leaders lead people. He defined a senior leader’'s
character in terms of ethics, morality, integrity, leading
by example, and having a higher set of standards and values

" than the common man. Leaders should live above the
standards of conduct accepted by the average citizen, and
accept responsibility for their own actions, as well as
their orﬁanizations. He stresaed that being a leader is
not always fun and it is not always easy, it is a series of
peaks and valleys. It means having passion, daring to
care, laughing and crying, taking charge, and doing what is
right.38

Warren Bennis, author of Qn Becoming A Leader,
stated that leaders come in every size, shape, and
disposition. However, even though they are all unique
there are some things they share in common. He referred to
these things as the basic ingredients of leadership.
Ironically, the first basic ingredient he listed for
leadership was a guiding vision.?? The Army must
continue to learn from civilian researchers the importance
of vigsion as a basic leadership ingredient,

Bennis provided five other basic ingredients of
leadership: passion, integrity, trust, curiosity, and
daring. When leaders have passion they love what they do

and they love doing it. Leaders who communicate passion
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give hope and inspiration to others. Integrity has three
essential parts: self-knowledge, candor, and maturity.
Trust is the one quality that cannot be acquired. Truat
must be earned. It is given by peers and followers, and
the leader cannot function without it. Leaders must be
curious and daring. They muat wonder about everything that
goes on around them, be willing to take risks and try new
challenges, and not worry about errors. Leaders should

embrace migtakes and learn from adversity.49

Analysis of Essential Qualities

Many believe that leadership competencieg in general
have remained constant. Through years of study, though,
the view of what leadership is, who has it, how it can be
developed has changed considerably. There has been a shift
in what leadership is, how it works, the way people apply
their leadership qualities, and which qualities are
perceived as more essential.¢! "Leadership is what gives
an organization its vision and its ability to translate
that vision into reality.”"¢2 To do so requires specific
leadership qualities. Vigsionary leaders must: (1) have a
vigion; (2) know how to use power; (3) provide direction
through assessment; (4) be effective communicators;
(5) constantly exercigse self-development; (8) demonstrate

balance, and (7) have character.
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Leaders Muat Have a Vision
Although this may seem like a statement of the

obvious, having a vision implies several things. At a
minimum, it means the leader has to either create a
personal vigion or create a vision based on tho needs and
desires of the followers. Regardless of which it is, there
has to be one. Why? It is vision that creates focus for
the organization. It is what compels and pulls people
toward and with the leader to some point in the
future.4? Leaders with vision are able to instill
confidence in their employees, challenging and teaching
them. "Vision animatea, inspirits, transforms purpose into
action, "4+

The leader's vision for the future suggests a
measurement of effectiveness by which the individuais of
the organization can distinguish between what is good and
bad, and what is worthwhile for achieving in the future.
More importantly, having a shared vision makes it possible
to distribute decision making widely.4% This is
particularly key for Army officers, as the Army prides
itsel1f on decentralizing its decision making. The Army
preaches making decisions at the lowest possible level.

A shared and empowering vision of the future shapes
and directs individual behavior. Again, Army officers,
regardliess of rank or position, must delegate

responsibility and develop subordinates. A ghared vision
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allows the fulfiliment of these two very important

ragsponsibilities with much greater ease.

Kouzes and Posner stated that visionary leaders must
be forward=-looking:
We expeact our leaders to have a sense of

direction and a concern for the future of the

organization. This expectation directly

corresponds to the ability to envision the future

thet leaders described in their personal best

cases. But whether we call it vision, dream,

calling, goal, or personal agenda, the message is

clear: admired leaders must know where thay are

going. It is the ability to set or select a

desirable destination toward which the

organization should head. The vision of the leader

is the magnetic north that sets the compass course

of the company.4®

With a vision, the leader provides the organization

the bridge from the present to the future. It is central
to leadership success. Vision gives the people within the
crganization a clear sense of purpose, direction, and
desired future state. When the vision is shared, the
individuals are able to establish their own roles within
the organization. Doing so empowers individuals. They
gain a sense of importance and they feel that they can make
a Jdifference.*’” Using the vision to empower people
requires leaders to use power. Therefore, power becomes

the next essential quality of a visionary leader.

Power
Leaders must have and exercise power, “"the basic

energy to initiate and sustain action translating intention
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into reality."4% wWithout this essential quality leaders
cannot lead. Power encompasses the qualities of competence
and empowerment.4?
Having a vision is not enough. Leaders must empower

their people to understand, use, and live the vigion.
James A. Belasco, Ph.D., author of Ieaching the Elephant to
Dance; The Manager's Guide to Empowering Change, argued
that:

...an empowering vision meets tﬁo following three

criteria: a focus on your strategic advantages,

the inspiration to deliver those advantages

consistent1K and clarity to be used as a
decision-ma ‘ng criterion.%9

Major Zais discussed the transfar of vision down
through several layers of military organization. He argued
that this can only be successfully accomplished if the
commander “"possesses the necessary strength of will to
overcome obstacles to the transmission of his vision and to
dominate the wills of those who would obstruct its
attainment."?!' He defined strength of will as that which
enables the commander to “"impart his vision to his
subordinates and to ensure that they adopt his vision as
their oyn."’f Major Zais also argued that "others might
suggest that communications skills, or chariama, or any
numt - of other qualities are critical. However, for every
example one can find a counter."t?

Lisutenant Colonel Arnold referred to the visionary

leader's ability to influence the organization as that
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element of power that the leader at the top of the
organization possesses. The leader typically maintains a

command relationship with the rest of the organization. He
argued that:
By virtue of the power vested in his [the
Strategic l.eader] duty position, he ia test able
to influence the actiona of other leaders and
other organizations who will necessarily influence
the implementation of the vision.B3¢
Thus, the visionary leader has the power to pull togethar
the resources to institutionalize his vision.
Kouzes and Posner argusd that Toaders who know how
to effectively use their power are competent. They have
the abilities to challenge, irspire, enable, model, ana

encourage their subordinates.s$

Asgeggment

Bennis and Nanus emphasized the importance of
visionary leaders being capable of assessing themselves,
their employees, and the organization as a whole. "There
is a lot to learn about the future from looking all around
you at what is happsning right now."5¢ Agsgsessment of
what is ocﬁurring in the presaent "provides a first approxi-
mation of the human, organizational, and material resources
out of which the future will be formed."%? Visionary
leade-s pay attention to what is going on, determine what
events are important for the future, set new directions,

and concentrate everyone in the organization on them.
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Key to correct and effective assessment lies in the
interpretation of what is being assessed. Bennis and Nanus
stated that "it is in the interpretation of this
‘nformation that the real art of leadership lies."88
Leaders must select, organize, and interpret information
about the past, present, and future in order to construct

viable and credible visions.%?

communication

Leaders communicate vision in various ways, both
verbal and nonverbal. The effectiveness is dependent. cn
the leader and the situation. Successful leaders
communicate their visions in such ways that they inspire
participation and conviction in the achievement of the
vision,®0

A leader may be capable of creating great visions
for the future, and may be a genius at synthesizing them,
but without successfully communicating them throughcut the
organization, all is wasted. "Leaders are only as powerful
as the ideas they can communicate."®'! Communication is
an act of persuasion, of creating an enthusiastic and
dedicated commitment by the people to the vision.®2
There are other qualities that the leader must maximize tc
be an effective communicator: listening, acting; writing,

thinking, and speaking.
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The visionary leader must be & superb, concerned

ligtenar. The leader may not always be the one who

personally conceived of the vision for an organization.
Therefore, listening becomes a critical quality,
particuiarly to those advocating new or different
directions. They listen by watching, by aeking, and by
paying attention.®3 |Leaders must be good listeners
because no two minds are the same, and listening to others
may illuminate aspects of their vision that they missed
themselves.84¢

The secret to visionary leadership can be watching
an organization and seeing what everyone else saw, but
going a little farther to find something else as well.®$
It requires thinking deeply about the organization, its
strengths and weaknesses, its current direction, and its
culture, and then developing a good grasp of the changes

nar e occurring. A visionary leader then assembles the

observations and reflections, arn« synthesizes them into a
vigion,®8

Leaders must communicate their vision compulsively.
The meesages must be consistent and omnipresent. They
should use every opportunity to communicate their vision:
briefings, meetings, promotions.®? The Army provides
numerous opportunities for leaders to communicate their
vigion: training meetings, staff calls, professional

development programs, etc.
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Consistently acting on the vision and living the
vision through setting the example is anuvther way the
leader communicates.®?® The Army demands its officers set
the example. Officers are rated on their ability to do so.
Incorporating vision into'thc leadership framework for Army
officers will prove beneficial in the development of
officers’ communication skills,

The leader must be a skilled spsaker, the chief
advocate and negotiator for the organization and its
vision. The leader and the vision become the medium and the
message that express what is "worthwhile, attractive, and
exciting about the future" of the organization."

Marshall Sashkin analyzed visionary leadership as
the ability to:

...develop long-range visions of what his or her
organization can and should become. These visions
are usually detailed only in the short range.
8till, the leader could, if pressed, fill in
step-by~step details from beginning to end, though
the end might be 10, 20, or more years in the
future. Visionary leadership also means that the
leader understands the key elements of vision,
what must be included in a vision if it is to
direct the organization into the future. Finally,
it means that the leader can communicate his or
her visions in ways that are compelling, ways that
make people want to buy in to the leader's vision
and help make it happen.’9

Saghkin argued that vision cannot remain the idea of
only the leader. It must be communicated t-. the pLople 80
they can take ownership and make the vision r=al., He

outlined three ways to make the vision real by expressing
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and explaining it through words and actions. First,
leaders should have a clear and brief statement of their
vigsion. The statement is similar to an organizational
philosophy. It muat be clearly stated so that every person
within the organization understands the vision and can
express it in their own terms.?!

Secondly, a vision should be expresged and
communicated through the dovo1opmnn£ of policies, and
programs to execute the policies. This commitment by
leaders almost always requires commitment of resources.
While these first two factors are critical, they are
insufficient without the third factor, which Sashkin cAys
is the deciding factor: the personal actions of the leader.
“The leader must communicate the vision in a way that
reaches out to people, gripping them and making them want
to get involved in carrying out the vision."72

According to Sashkin, the critical element of
communicating is listening. Communicating effectively
means "l1istening for understanding, rephrasing to clarify,
giving constructive feedback, being descriptive and not
evaluative, being specific and not general, and summarizing
when appropriate.”??

Lastly, Sashkin argued that visioning requires four
diatinct thinking skills. The first thinking skill
required of the leader is the ability to express the

vigsion. 1In other words, behaving in a way that advances
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the goal of the vision., To do this the IQQdor-must
understand and be able to perform the sequence of actions
necessary to make the vision real.?4

The second thinking skill required is8 being capable
of explaining the vision to others. The leader must be
able to make the vision clear in terms of its required
action steps and aims. The third skil1l is the leader's
ability to extend the vision. This means the leader must
be able to apply the sequence of activities to a variety. of

situations to allow the vision to be implemented in several

ways and places.’® The fourth and last thinking skill
Sashkin addressed is expanding the vision, applying it in
many different ways in a wide variety of circumstances.

Sashkin argued that as the leader's responsibility
increases and becomes more compliex, these four visioning
skills become more difficult to perform. Most leaders
dealing with gshort-range visions, one week or even one
year, are able to carry out these skills. However, fewer
leaders are able to perform these skills over a period of
one to three years. More importantly, there are even fewer
leaders who can vision over longer periods of time like
five to ten years. Sashkin says that "the person who can
think through a vision over a time span of 10 to 20 years
is the rare, visionary leader."7¢

Leaders with vision must communicate effectively

with others: seniors, peers, and subor iinates. However,
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as Gorald Parshall noted in, "Who Was Lincoln?," it is
equally important that 1.‘Horc communicate with
themselves. He said of President Lincoln:

He was not one to saek inspiration in a wide
array of sources; he read newspapers, the Bible,
and the Bard (especially “"Macbeth,” "Hamlet" and
"Richard III") but surprisingly little else for a
man revered today as an intellectual giant. When
Lincoln put on his wire-rimmed spectacles and
wrote speeches, proclamations or letter, he was
communicating with himself as much as anyone,
thinking with the nib of his pen, discovering the
path of logic.??

Kouzes and Posner emphasized that visions seen only

by the leader will fail to create movement within an
organization. They maintained that:

Leaders must communicate their hopes and
dreams so that pesople will clearly understand and
accept them as their own. They show othars how
their values and interests will be served by the
Tong~-term vision of the future. Leaders are
expressive, and they attract followers through
warmth and friendship.78

Communicating the vision is critical not only for
gaining the support of the organization, but it is also
essential so that people can come to see what the leader
sees. For example, an assembly worker said:

One of the jobs of a leader is to have vision.
But sometimes, top management sees an apple. When
it gets to middle management, it's an orange. By
the time it gets to us, it's a lemon.’?

Kouzes and Fosner argued the importance of the

leader writing a short vision statement. They recommended

that leaders write their ideal and unique image of the

future for themselves and the organization., Their
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statement should be twenty-five words or less, and they
should be able to vorbh1izo it to others in three to five
minutes. They also recommended leaders put their vision in
picture form, if possible. Although a leader's vision is
more involved than a memorable phase or slogan, these can
be very effective in communicating their vision because
their simplicity helps others to remember the focus for the
organization. However, slogans and phrases are not
substitutes for vision statements.$°
Another way for leaders to communicate their visions

is to teach their visiongs. Kouzes and Posner cited Martin
Luther King's famous “I Have a Dream” speech, and they drew
some significant parallels for teaching vision., They used
the following comments in reference to his speech to
demonstrate how Martin Luther King, through his speech, was
teaching his vision:

...1t was vivid...people could relate to the

examples...his references were credible...he spoke

about traditional values...he appealed to common

beliefs...he knew his audience...he included

everyone...he used repetition...he was positive

and hopeful...he talked about hope for the

future...he shifted from 'I’' to 'we’...he spoke

with emotion and passion.$!

Leaders who successfully communicate their visions

are capable of influencing their organizations and gaining

the support of their workers. The results of a study

conducted by Kouzes and Posner indicated that:
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.. .those managers who felt that their senior
executives effectively communicated the vision
rop?rt.d significantly higher levels of: Jjob

satisfaction, commitment, loyalty, esprit de
corps, clarity about the organization's values,
pride in the organization, organizational
productivity, and encouragement to be
productive. .2
Lieutenant Colonal Arnold described communicating
the vision as setting the azimuth. He stressed the
importance of the commander being able to convincingly
communicate his vision to higher headquarters, as well as
to his staff and subordinate commanders. Specifically, a
commander in chief must be capable of selling his vision to
the National Command Authority and the Joint Chiefs of
Staff.®? If a commander fails to effectively communicate
his vision, he po;entia11y fails to receive the commitment
of resources and‘funding required for his organization for
the long term. | |
AdditiohaT)y, Arnold argued that it is important
that the cummander's”&ision be imbedded in the organization
through the use of regulations, standing operating
procedures, plans, and other written guides for action.
Through the use of written guidance, the commander's vision
can keep going even after he rotates out of his
position.8¢
Bennig and Nanus also smphasized the importance of

leadaers communicating their vision. They maintained that

leaders must first "articulate what has previously remainad
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implicit or unsaid; then they invent images, metaphors, and
models that provide a focus for new attention."$? They
also argued that "Many peopie have rich and deeply textured
agendas, but without communication nothing will be
realized."ss

Bennis and Nanug differentiated between influence by
managers versus leaders: “"Managers are people who do things
right and leaders are people who do the right thing."%?
They summarized the difference as "activities of vision and
Judgment--effectiveness versus activities of mastering
routine-~efficiency."%8 Vigionary leaders concern
themselves with the basic purpose and general direction of
their organizations, creating and implementing new ideas,
policias, and methodclogies. They communicate their vision
in such a compelling way that they are able to influence
and pull the people within the organization toward

them.8?

Self Development: Willingness to Congtantly Learn
Leaders must be perpetual learners, as learning is
the essential fuel for the leader. Through learning
leaders become experts.??® They must be enthusiastic
learners, open to new experiences and challenges, and treat
migtakes as opportunities for self-improvement.?!
Knowing and understanding the importance of learning

extends to the responsibility of the leader to foster
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learning by example. Bennis and Nanus stated that the

‘quality of fostering organizational learning by axample

may be one of the most important functions of
leadership."%? Leaders who stimulate learning serve as
role models. They are leaders that others desira to
emulate because they are "innovative, competent,
future-oriented, pragmatic, open to advice, enthusiastic,

and committed."?3

Balance

The leadership quality of balance is inferred in the
Army's model of four factors of leadership in EM 22-100,
but the model falls short of accurately conceptualizing
it. The leader is not shown as the center of all action.
(See figure 4.) Nanus, however, more precisely emphasized
the leadership quality of balance in his model on the
leadership roles for visionary leaders. Leaders have the
responsibility to balance four critical roles for effective
leadership: spokesperson, direction setter, change agent,
and coach. Laaders must perform these roles in four
different dimensions: ineide and outside environments,
present and future domains. Plotting these dimensions with
the four critical roles places leaders in the very middle
balancing them all.?¢ (See figure 5.) The balance
between vision and action has the power to literally create

vhe future.?’




Balance is also critical because each leader is
uniquely different, each having different astrengths and
weaknesses. There are some who by virtue of their strong
intellect alcne might be successful without being a good
listener, for instance.

Balance is also a factor of how a visi%n is
developed for an organiznt{on. It depends on whether the
vision for the organization was a result of an individual
or collective process, or a combination of both. Ian
Wilson, a senior management consultant with SRI
International, wrote an executive summary on the power of
strategic vision. He contended that vision could be the
product of 6ne individual, a group of individuals, or
both .96

Wilson argued that a personal vision has the
advantage of simplicity, and promotes forcefulness and
congsistency, but it can present problems. It is unusual
for a single mind to possess all the necessary insights.
Therefore, the leader wou1dlnood to have a strong balance
of leadership qualities that promoted understanding,
congenaus, and commitment.?? Whereas collective
vigioning, he argued, would require the leader to have a
different balance of communication skills, to ensure that

congsensus did not emerge from compromige.%®
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Character

Kouzee and Posner concluded from their studies that
character was absolutely an sssential quality for visionary
leadership. Subordinates want to be fully confident in the
integrity and honesty of their leaders, and they want to
see it in gction. They expect their leaders to keep their
word, set the oxaﬁp1o, and stand on important principles.
They directly related honesty to ethics ind values.
According to Kouzes and Posner, leaders who do not exude
integrity lack confidence in their own beliefs.??

Bennis and Nanus concurred, as well, that character
is an essential leadership quality. Leaders must have
positive self-regard; unconditional confidence in their
abilities. Leaders with character create in others a sense
of confidence and high expectations. Visionary leadership
demands leaders who are mature, enthugiastic for people,
trust others, and who do not require constant approval and
recognition from others.i00

General Schwarzkopf defined character as ethics,
morality, and integrity. He stressed character as an
essential quality by stating:

If you look at the leadership failures around the
world that have occurred in the past 100 years, about
99.9 percent of all those failures have not been
competence. They've been failures of character.'9!

Encompassed in the leadership quality, character,

according to General Schwarzkopf, is: (1) leading by
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example; (2) expecting to be scrutinized; (3) holding
oneself to a higher set of standarde and values than the
common man; (4) being respected by those you lead; (5)
accepting rasponsibhility for your own actions and the
actions of those you lead; (8) daring to be emotional, to
laugh and cry, and to have a passion for your cause; and

(7) taking charge and doing what is right, 1902
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CHAPTER FIVE
CONCLUSIONS AND RECOMMENOATIONS

This study and analysis of the concepts of vision

and visionary leadership, from both a military and civilian

perspective, validated the importance of these concepts for

the Army. 1In the process, however, there were many areas
of conern that surfaced. 1In this chapter I have addressed
these concerns with the following conclusions,

recommendations, and considerations for further research.

conclusions

Concept of Vision in Army Doctrine

Analysis of the literature led me to the following
conclusions with respect to the Army’s current doctrine.

1. Although the concept of vision is addressed in
the Army’s doctrine, there is a lack of a clear definition
for vision. The use and definition of vision varies from
manual to manual. The definition must be concise, and it
must be consistent throughout the Army's doctrine.

2. The concept of vision is absent in Army manuals
below division level. I have concluded from the research
conducted that vision is not only desired, but necessary,

at all levels. It should not be 1imited to only
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senior-lavel positions. Leadership experts from the

civilian sector have proven the importance of vigsion at all
levels, and the Army should take note and make changes.

Leaders are not visionary leaders by virtue of their
positions or rank. They are visionary leaders based on
their abiiity to look into the future and move their
organization toward clearly defined goals.

3. Army doctrine falls short in accurately
- describing the roiationthip between vision, command
philosophy, and command climate in its Field Manual
£22=103. These are a11‘important concepts within the Army,
and ones tha£ leadars must understand and implement.

4. Vigion is an importanf concept and the Army must

not only keep it in its doctrine, but incorporate it more

completely within its doctrine.

Baseline Qualities
1. The Army needs to incorporate vision as a basic
leadership ingredient.
2. The Army needs to improve upon the leadership
model in EM_22-100 by incorporating the roles of the
leader, as conceptualized by the models presented in

Figures 8 and 8.

l.eadership Qualities and Visionary Leadership in the Army
Analysis of the literature led me to several

conclusions about vigsionary leadership in the Army.
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1. It is impossible to definitively state that
certain leadership quaiities are required for visionary
leadership. To do so would mean that a leader without one
of the "required” qualities is not a visionary leader.
However, 811 things being equal, it is concluded that the
following qua11tf.s are essential for vigsionary |
leadership: (a) vision, (b) power, (c) assessment,

(d) c9mmun1cation. (@) so1f~dove1opmont; (f) balance, and
(g) character,

2. The Army limits visionary leadership to senior
level officers.

3. The Army does not have a professional
development program in place to develcp and nurture
visionary leaders.

4., The Army does a superb job aﬁ including the
study of vision and visionary leaders into the Command and
General Staff College curriculum. As the Training and
Doctrine Command looks to reduce the teaching staff,
courses, and student requirements for Command and General
Staff College (CGSC), it must be careful not to eliminate
any of €710, Fundamentals of SQnior—Lgve1 Leadership in
Peace and War. It was considered by students to be one of
the most valuable courses in the CGSC curriculum.

5. The Army has an over-abundance of leadership
laundry lists: fundamentals, imperatives, competencies,

principles. In other words, the Army is long on lists and
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short on "how=to'’s." The Army needs to consolidate and

simplify its lists, and focus on "how to": create a

vision, communicate the vision, and axecute the vision.

8. Army officers, as visionary leaders, should be
held responsible for their visions in the same manner that
they are held responsible for their budgot, their training
programs and status, their missions and Mission Essential
Task List (METL), and thair professional development.

Likewise, they should be e9a1uated on their vision.

Recommendations

Based on the analysis of all material researched for
this study, the following recommendations on the concepts
of vision and visionary leadership for the Army are made:

1. Recommend the Army consider developing one
leadership manual that addresses all levels of leaders.
This would significantly reduce the confusion, ambiguity,
and elusiveness created by so many manuals.

2. The Army needs to develop a concise definition
for vision, and incorporate that definition consistently
throughout its doctrine. This includes putting the
definition in JCS Puyblication 1-02 and Army Regulation
210-285.

3. The concept of vision should be extended to the

Army's junior-level leadership doctrinae.
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4. Recommend the study of vision and visionary
leadership be included in the Army’'s curriculum for the
Officer Basic and Advanced courses and Combined Arms Staff
Services School. It is that important. It makes no sense
to expect junior officers to understand and know that at
some point in their future they will be expected to be
vigionary leaders at the top of the organization, if they
are not taught and developed early in their career as to

its meaning.

Suggestions for Further Regearch

1. Recommend the essential leadership qualities,

addressed in the conclusions above, be further researched
and tested by developing a survey. Recommend surveying
Army officers using two distinct populations, junior-level
and senior-level.

2. Recommend the two models developed in Chapter
Four be tested and validated through further research.
Recommend both models (see figure 3, Proposed Visionary
Leadership Model and figure 6, The Four Factors of
Leadership) be consideraed for incorporation into FM 22-100
and FM 22-103.

3. Recommend further research be conducted on the
utility of requiring, at a minimum, commanders at a1ll
levels to write a vision gstatement for their unit. Every

organization deserves this from their leader, and it is
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recommended as one of the best, most effective ways of

communicating a vigsion. Specifically, recommend the

following be considered for addition to the officer

evaluation report: (a) created a vision statement;

(b) effectively dommunicated the vision; (c) anticipated

future requirements, and (d) balanced competing demands.
4. Recommend further research be conducted to

analyze the relationship between vision, command

philosophy, and command climate.

Sumnary

In summary, this study has supported my notion that
there are essential leadership qualities necessary for Army
officers to provide visionary leadership. Although having
vigsion is one of those qualities, it cannot stand alone.
This study concluded that the visionary leader must have
the following qualities: vision, power, assessment,
communication, self-development, balance, and character.
Visionary leadership is a result of the leader possessing a
combination of these leadership qualities, and the ability
to balance each based on the situation,

Additionally, this study lent strong support for
concluding that visionary leadership exists at all levels,
thus eliminating the parameters of rank and responsibility
on vigionary leadership., The Army should not limit

visionary leadership to senior leaders. It should give

100




the concepts of vision and visionary leadership their
proper place in the Army’'s leadership doctrine. Junior
level leaders that demonstrate the potential for visicnary
leadership must be nurtured through Army training,
education, and leadership development programs.

The Army needs visonary leadership at all levels.
However, the Army must begin early in an officer’s career
to professionally develop them so the Army will produce
leaders who can create vision, articulate their‘vision, and

live their vision.
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Figure 1: Components of Vision

COMPONENTS OF VISION

. REFERENCES

A VISION MUST BE: MILITARY | MIL | G/O | CIV

MANUALS LIT LIT
*

Link between present and future X
Clear X
Inspiring; motivational X X'
Sensible; meaningful; credible

Long lasting X
Beacon; control X
Attractive
Realistic
Directional
Concise; detailed
Conceptual
Center of all action X

¢ ¢ ¢
9C 9 D€ D¢ 5C D¢ B¢ 9< D¢ D¢ OE ¢

oM

WHAT A VISION MUST DO:

Provide an endstate X
Focus on people X X
Empower; ennoble
Challenge X
Provoke confidence .

Set & incorporate goals

Address change

Reflect values; beliefs

Provide standards of excellence
Include vision of higher
Provide focun & guidance
Instill loyalty & trust

Provide a sense of purpose
Inculcate confidence

Attract commitment X

HAIMP AN N
2 2 X

o€ X ¢
2 D OC ¢ B DC D¢ <X DC D¢ D¢ ¢ ¢

KEY for reference abbreviations:
MIL LIT: MilltarI related literature
c

G/Q: General Officer brlefings and speeches
CIV LIT: Civilian literature
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Figqure 2.A: “BE" Qualities
Fiqure 2.B: “KNOW" Qualities
Figure 2.C: "DO" Qualities

Key Notes for Figures 2.A, 2.B, and 2.C:

1) The BE, KNOW, and DO charts on the following pages
depict leadership qualities. There are two tables for
each of the charts. The top table outlines “Main
qualities” and the bottom table onutlines "Subset
qualities.”

2) The leadership qualities addressed in FM 22-100
were used to establish the foundationa for each of the
charts.

3) Leadership qualities (both “main* and "subset")

NOT addressed in FM 22-100, but seen as important in ot .er
sources, were added to the charts. Additions are denoted

with & "+“ proceeding the approriate quality.

4) Other sources used for the study are referenced in
the top table of each chart as follows:

a) M 22-103
b) Mil Lit: Military related literature
c) G/Q: General Officer briefings and speeches

d) Civy Lit: Civilian related literature

$) Leadership qualities supported by the sources
listed in paragraph 4 are denoted with an *X" in the
appropriate columns of the top tables.

6) Since FM 22-100 was used as the basis for the
leadership qualities within the charts, a dashed lipe is

used on eath of the tables to simply separate the
qualities found in ¥M 22-100 from the qualities added.

7) Essential qualities for visionary leaders are
denoted with an "+.," t

103



Figure 2.A:

“BE" Qualities of the "BE-XNOW-DO"

lBEl
J N
MAIN QUALITIB§

™ 22-10247 ™ 22-103] Mil Lit | G/O Civ Lit
* 1. Person of Character X X | X

2. Committed to

Professionalism
3. An Example of X
Individual values '
4. Able to Resolve X X X X
Complex Dilemmas

*+5, Communicator X X X

+6. Mentor X X

+7. Personable X X X

SUBSET QUALITIES:
1. Character: 2. Commitment: 4. Resolve Dilemmas:
Determination Loyalty Interpret Situation
Compassion . Selfless Service Analyze
Self Discipline Integrity Choose best course
Role Modeling Duty of action
Initiative = | «ccece wcwa.a weme | cmece cceee ecemeaa
Flexibility + Moral strength + Deal with change
Consistency + Respect + Intelligent
------------- 4+ Intellectual
+ Risk-Taker 3.Individual values: + Perceptive
+ Dedicated Courage
+ Inspiring Candor +5.Communicator:
+ Responsible Competence + Listening
+ Tough Commitment + Oral; written
+ Wise = | cccee cewea ———- + Internal; external
+ Credible

+6 .Mentor

104

+7 .Personable:
+ Humor
+ Wit
+ Charisma




Fiqure 2.B: “KNOW" Qualities of thas "BE-KNOW-DO"

. promeremmeree ¥ KNOW *
: MAIN ovn.rrm% |
PM 22-100 ¥M 22-103| Mil Lit | 6/0 | Civ Lit
1. 4 Leadership Pactors X
2. Standards
*3., Yourself X X
4. Human Nature
5. Job
6. Unit '
+7. Experience X X X
SUBSET QUALITIES:
1.Pactors: 3.Yourself: 5.Job:
Leader Personality P?lan *
Led Performance Communicate
Situation ) Strengths Suspence
Communication Neaknesses Taach, coach, counsel
------------- Knowledge Technical, tactical
+ 4 Dimensions| Skills competence
Attitudes Develop subordinates

2.8tandards:

Army

Relationship
to War-
tighting

+ Know History
+ Self Esteem

4 . Human Nature:
Potential

How fear affects
Performance

Make good decisions
Use Available systems

6.Unit:
Capabilities
Limitations

+7.Experience:
Others and Own
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Pigure 2.C4 "DO" Qualities of the *BE-KNOW-DO*
.Do.
: MAIN QUALITIRS
™M 22-100 M 22-103]| Mil Lit | G/O Civ Lit
1. Provide Purpose X X
* 2. Provide Direction X X X X
3. Provide Motivation X
+4, Discipline X '
*+5. Balance X X
*+6. Vision X X X X
*+7. Power X X X
SUBSET QUALITIES:
1. Purpose: 2. Direction: 3. Motivation:
Why Plan Care
Communicate Maintain Standards Ethical Standards
Intent Set goals Develop cohesive team
------------ Make decisions Reward performance
+ Focus Solve problems Correct deficiencies

Supervise
Evaluate
Teach
Counsel
Coach
Train

- - -

*+ Assessment

Punish when necessary

+ Climate
+ Encourage

+4, Discipline:
+ Self & others

+%, Balance

+6. Vision:
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+ Forward looking
+ Live the vision

+7. Power
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Figure 4: “The Four Factors of Leadership" from EM_22-100

THE FOUR FACTORS OF LEADERSHIP

THE . THE
LED LEADER
“
L]
THE COMMUNICATIONS
SITUATION

Figure 5: “Leadership Roles"” from visionary Leadership by

Burt Nanus
LEADERSHIP  ROLES
EXTERNAL ENVIRONMENT
L
Spokesperson Direction Setter
PRESENT FUTURE
Coach Change Agent

INTERNAL ENVIRONMENT
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Pigure 6: Proposed Model for the Army's "Four Factors of Leadership"

PRESEN T

| THE FOUR FACTORS OF LEADERSHIP

EXTERNAL ENVIRONMENT

THE LED

e FUTURE

THE LED THE LED
INTERNAL ENVIRONMENT
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