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Preface

The ideafor applcation of the Srategic Leadeship Developmert Inventory (SLDI)
to the Opeation Domain originated fom the Omgarizaiona Cultures Reseach Elecive.
This paperis an effort to appy the nodel ard tools used wihin the SLDI for senior
leades (Colonel ard Hag Oficers) to the level of magors ard lieuterart colonels.
Application of the S.DI provides a are oppartunity for personal growth in leadeshp
skills, attributes, and effectiveness for all leaders..

| would like to ackrowledge he asstarce d my Facuty Reseach Advisar Major
Scott Morgan Major Morgannot only shared hs krowledge alout the reseach process,
but also provided nsight into leadeshp ard its impact on orgarizatona culure.
Additionally, | appreciate Colonel Gail |. Arnott’s readiness and willin gness to answer my
guestons alout the S.DI ard to provide ne directon in my effort to lean more albout
leadeship developmert. Findly, | amgrateful to Kenneth M. Holmes, Ph.D. for reseach
and technical assistance. Doctor Holmes willin gness to give of his time to listen to and
discuss aw ideas ad provide honest, constructive feedlack ae only small exanples of

his dedication as an educator and mentor.
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Abstract

The leaders of tomorrow’s military will be faced ot only with more complex
technologically but will function in an environment of joint operations. In this
environment members from sster services will be brought together toward the goals of
planning and achieving the natiion’s security, and fighting and winning the naion’s wars.
The success or failure of these goals rests upon the leadership effectiveness.

Understanding the identification and development of effective leadership kills and
attributes naximizes ndividual leadeshp efectveress. The Sratified Systens Theay
Modd is used to identify skills and attributes for the three leadership domains of Direct,
Opemtion, ard Srategic. Howewer, this paperfocuses speficaly on those affecing the
Opemation Domain. The Srategic Leadeshp Dewopmert Inventory (SLDI) ard Myers-
Briggs Type Indicator (MBTI) are used to facilitate an objective self assessment to
identify personal skills and attributes that will contribute to or deract from leadership
effectiveness within this doman. Fnaly, Individudion is discussed as a method for

improving skills and attribute weaknesses identified from the SLDI and MBTI assessment.

Vii



Chapter 1

Intr oduction

| tend to think of the diference betwen leades and manages as the
differencebetweenthos who mager the context and theswho surrender
to it.

—Warren Bennis
On Becoming a Leader

Leadeship is the sulpect of much interest ard the aspration of many asreflected in
the multitude of papes, speechs, books, ard senmars. Effecive leadeship can be
difficult as it involves mt only deaing with the calcrete aspect o acheving an
organzaion’s objecives, but also with motivating ard equpping others with the tools
they need to help the organization achieve its goals.

In discussing leadership, it is important to distinguish between management and
leadeshp. Peter Druckerard Warren Bemis, two noted autiors an leadeshp, offered
the following differentiation:

“Maragenert is doing things right. Leadeship is doing the right things

Management is the efficiency in climbing the ladde of success;leadeshp
determines if the ladder is leaning against the right wall.”

This distinction places e focus d leadeshp on being cancemed with acheving
goals aml objectves as welas naking the rght decsions ard providing the right
direcion. It alko seves b differentiate merely being a leaderfrom being an effectve

leader Further, their suggesion of “doing the right thing ard leanng aganst the right



wall” seves as a #sis for leaning more alout what leadeship is ard how to becane an
effective leader.

Definitions ard opinions regarding leadeship roles vary anong different sources In
discussing the role of leadeship, Jacdos ard Jques de<ribe it as “Giving purpose
(meanngful direcion) to a cadllecive effort ard causang effort to be experded b acheve
that purpose.”” Multiple descriptions of leadership roles were found by Willis M. Waitt to
include, “Being tough, being pumposeful, being meticulous being innovative, ard being

willin g to occasonally use paver.”*

A more desciptive exanple of leadeshp wasgiven
by Presdert Dwight David Eiserhower as e would place a mce d string on a able ard
say, “Pull it and it'll follow you; push it and it will do nothing.”* The essece d these
examples is that leadership is the ability, personal and professional, to provide direction to
anindividual or a gioup, towards a gal ard to coordinate, integrate, ard notivate others
to follow this direction.

Authors who focus on the pasonal and professional ability to lead generally discuss
the personal qualties or atiributes hat comprise he roots o effective lkeadeshp. These
attributes frequently include reslience, srong maral character, and charisma Air Force
Chief of Staff Gerera Ronald R. Fogleman stresses lhat the individual in a lkeadeshp
position deermines a uit’s effeciveness. He further statesthat integrity and leadeshp
are “inextricaldy linked” ard that integrity is the “cornerstone of missbn
accanplishmert.”® Additionally, the Chairman of the Jant Chiefs of Staff, Gereral Jahn
M. Shalik ashvili, identifies the three pillars of leadership as, “Character, love and care for

sddiers, ard professbnal competerce’® A common thread binding both opinions is that

the cux of effecve leadeshp revolves aound having high moral fiber, assunng



individud responsibility for service to courtry, being concerned for others first, and
striving to be the best.

Striving to be the best as a éaderinvolves hiilding professonal competerce aml
deweloping an urderstanding of effecive ladeshp. Marny programs have been
established to improve a leade’s ability by providing exposure to and developing an
understanding of attributes assoiated wih effective leadeshp. The Industial Cdlege d
the Armed Forces (CAF) has dewloped a cuiiculum that helps senor leades to dewelop
these ills through identification of effective leadership characteristics. It is possible to
appl the ICAF curriculumto other leadeship levels ard is done herein for the leaderof
the O-4 to O-6 grade. This gpplication will involve a discussion of the theoretical basis of
effecive ladeshp, discussin ard appicaton of two personality tools that measue
potential leadeshp efectveress,ard a dscussn for personal applcaton to improve

individual leadership effectiveness.

Notes

! Quoted in Stephen R Covey The 7 Habitsof Highly Efective Rople: Restoring
the Character Ethic(New York: Simon and Schuster, 1989), 101.

> Jacobs, T. Owens and Elliot Jagques, “Military Executive Leadership,” in
Measurement olLeadeship, . K. E. Qark etal (WestOrarge,NJ: Leadeshp Library
of America, Inc., 1990), 281.

*watt, M. Willis, “Teacling Essetial Betaviors o Leadeship: A Raionale ard
Syllabus,” The Journal of Leadership Studi@s no. 1, 149.

*Ibid., 150.

® Fogleman, General Ronald R., “The Leadership-Integrity Link,” in Conceps for Air
Force Leadaship, ed. R.. Lester ard A.G. Morton. (Maxwell AFB, AL. Codlege d
Aerospace Doctrine, Research, and Education, 1996), 32.

®General John M. Shalik ashvili, chairman, Joint Chiefs of Staff, “The Three Pillars of
Leadership,” address, George C. Marshal ROTC Award Seminar, Virginia Milit ary
Institute, VA, 12 April 1995.



Chapter 2

Leadership Domains. Attributesand Kills

The importance of the attribute to dfective leadaship varies with the
situation.

—John W. Gardner
On Leadership

Introduction

Understanding leadeship begins with understanding the thearetical foundations of
effecive leadeship. The ICAF utilizes JacquesStratified Systens Theary to divide the
functional levels of an orgarizaton into the three danains of Direct, Operation, and
Strategic." These domans correlate with what is more commonly known as the
supeavisory, middle level, and executive managers areas of responshbility. They are
further broken down into sewen strata (Figure 1) eachwith idertifiade skills that are
dependent upan task complexity (i.e., the complexity and amourt of information which is
deat with at eachdomain) and time span(i.e., the length of time in which a task nust be
completed or is projeced for completion). Examnation of eachdomain and stratum
provides an undestanding of skills and attributes that are essential for optimizing

leadership effectiveness.



Table 1. Organization Levels And Strata

Strata Task Time Span Equivalent Organizational
Complexity Military Rank | Domain

Stratum VII Putbusiness 20-50 years 010 Strategic
Units Into
Society

Stratum VI World-Wide 10-20 years 09 Strategic
Diagnostic Appointees
Accumulation

Stratum V Unified Whole | 2-5 years o8 Strategic
System

Stratum IV Parallel 2-5 years 06-07 Operation
Processing GS 14-GS 15

Stratum IlI Alternative 1-2 years 04-05 Operation
Pathways GS 11-GS 13

Stratum Il Diagnostic 3 months-1 01-03 Direct
Accumulation | year GS 7-GS 10

Stratum | Direct 1 day-3 monthg E-1-E-7 Direct
Judgment GS 1-GS 6

Source: Col Gail Arnott, Air War College, Maxwell AFB, Al, interviewed by author 12

February 1997.

Direct Domain

The Direct (or supavisory) doman encompasses the two lowest strata within an
organizaion’s structure.  Individuak in this domain are respasible for the
accanplishment of the dayto-day tasks aw actal work or output of an organzaton.
Responsibility primarily involves direct hands-on functioning, but does extend up to the
first levels of staff supevision as the individud becomes responsible for a larger portion of
the arganzaton's missbon. Individuak gererally focus o the performance of tasks ard
their scope of knowledge is “specialized.” Therefore, task canplexity is at its lowest

Decsions made within the direct domain have a drect impact on the accanplishmert of

objectives and on those directly responsible for achieving those objectives.



Stratum I: Direct Judgment

Stratum | primarily involves nanual work peformance tat is characterized by
concrete functioning ard is guided ly step-by-step nstructions for task acconplishmert.
Minimal problem solving skills are required to deal with occurrences outside the norm and
individuds usudly apply a limited degree of direct judgnent based upan previous
experierce. Exceptfor the asstart manager role, there ae o true nanagenent or

leadership skills requiredTime span generally ranges from 1 day to 3 mohths.

Stratum Il: Diagnostic Accumulation

Stratum Il begins the first level of managerial work as individuds become responsible
for alarger pat of an organization's mission. While ill primarily concerned with produd
output, a lroader scope d knowledge & required to solve pioblems based upon callecied,
sorted, and analyzed information. Good interpersonal skills, the ability to clearly and
effecively communicate, and good judgrent became increasngly important. Time span
ranges from focusng on ard delvering a poduct within 1 day to longer projects of 3
months to 1 yeat.

Direct domain leadership is generally conduded by enlisted personnel (E1 to E7) and
compary grade officers (O-1 to O-3) who are pimarily focused o the campletion of
tasks assigned by their immediate supevisors. Role ambiguity arises as these individuds
became simultanecusly respasible for the actial “hands-on” task acconplishment ard the
supewision of others doing the sane. They frequenly are cancemed with accanplishing
their supevisor's goals am objecives, while being looked upam by sulordinates b
represen their concems. Ambiguity also arises as aect domain leades frequetly strive

for, but lack a grong sense of identity with their supeaiors and yet maintain the Stratum |



understanding of an organization's oljectives, missions, or functioning.* The tasks o
minima problem sdving, implementation of instructions or objectves, ard faceface
interaction within Stratum | and Stratum Il require good interpersonal skills, job
knowledge,and technical skills. However, analytical sKills, extensive integrative though,

or reasoning are not essential for success.

Operation Domain

The Operation domain of anorgarzaton starts with the keginning leadeshp levels
of field grade dficers. Two leadeship roles energe wihin this domain. First isthe leader
with the authority and responsbility for peforming the necessar functions o the
organizaton (the “line” manager). Secand is the saff officer who provides adice aml
assstarce b the “line” manager but is urable to force accepince d ideas With the
trarsition from direct to the germtion domain, concem shfts from the dayto-day
orgarizaiona tasks © broader decsions, acions, ard the formulaton of operational
policy and practice. Direct doman decisions and actions have a direct and immediate
impacton the functioning of the argarizaion. Howewer, at the Opeation domain it must
be remembered that the impactof decsions frequerly affects the secand or third order of

subordinate strata.

Stratum Level lll:  Alternative Pathways

Stratum Il builds on the analysis and decision making kills of Stratum Il as the
leaderis required to dewelop gaals am plars t acheve goals. This involves the
idertificaion of spediic seps br achevement, idertificaion of landmarks marking

progressbn towards he gals am if necessar making decsions regarding alternative



plans. Therefore, Stratum Il requires understanding the whole process within a plan. As
individuak became respasible for more of anorganzation’s functioning they leadlarger
numkbers and teams of individuds and will cal upon strong communication and team

leading skills. Time span generally extends from 1-2 y€ars.

Stratum IV: Parallel Processing

While Stratum 11l involves one goal or objective, Stratum IV requires creating,
balancing, directing, and leading multiple projects. This involves smultaneoudy managing
subordinates responsible for multiple ddegated projects. Balancing the demands of
resaurce allocaion, problem sdving, ard keeping eachproject progressing requires a
multi-faceed umerstanding ard cals upan interpersonal ard teamleadng skills. Time
span increases from 2 to 5 years.

Progresson from Direct to the Opeation domain requires ashft of focus from the
one-on-one sthort term functioning ard concrete task acconplishmert to that of creaing
ard monitoring progresson towards goals or objecives. As the agarzaional
ervironment becames nore complex leades nust deermine the long term impact of
ernvironmenal charges ad be ale to adaptgoals ard plan accadingly. Also, a troader
grasp of an organzaion’s functioning is required as he time spancharges fom the
immediate period of 1 day to 3 months to that of 1-5 years.

Just as Direct domain leades face fnding a lkalance ketween the Direct domain
workers and senor leades’ needs,the Opeation domain leades face he denands fom
the supewisors sulordinate ard senor to them They must find a k@ance ketween
“following” or “deweloping” policy for their senors ard forming policy ard/or decsions

that are realistic to the lower organizational domains.



A vital skill at this domain is the ability to effectively lead others either individudly or
in teans. Effeciveressrequires rot only deph but breadh of knowledge canbined wih
strong interpersonal skills to facilit ate subordinate trug and confidence. As will be seen
later, team building and leading skills combined with being comfortable with ddegating
and empowering individuds are key in mativating and fecilit ating subordinates in doing

their best.

Strategic Domain

Individuak at the Strategic domain face anncreasingly broader, longer range view of
the organzation’s ervironmert ard future. Functioning is much more complex becauseti
denmands anintegration between the internal ervironmert of the argarizaton ard the
knowledge and ability to consider and deal with the external environment: specificaly,
Congressard the nmedia. Leades dealwith charge over a ong perod of time, projectng

progression from the present state to that of 5-50 years in the future

Stratum V: Unified Whole System

Jaquesidertifies this area as the most interesting ard nost important of the
complexity orders. It isin this area hat leades kecame respansible for the whole prture
or all the sulsystems of their area @ system Their focus & on the overal needs 6 the
system as they bring larger teams together. Success requires the abilit y to think abstractly,
to peform a high level of analysis, and to exhibit a masterful understanding of the

operating environmetit.



Stratum VI: World Wide Diagnostic Accumulation

The sep fom Stratum V to Stratum VI is the greaest step in terms of complexity.
At this gratum the focus shifts from that of the internal organizational functioning to that
of assmilating, analyzing, and incorporating information from the external environment.
The leader must network to facilit ate gathering pdlitical, economical, social, and technical
information, ard must be alde to amalyze ts curent or future impactard planaccadingly.

Time span ranges from 10 to 20 yedrs.

Stratum VII: Put Business Units Into Society

Jaquegdescibes Stratum VII as ‘moving into execuive leadeship.”'* As the time
spanincreasesrbm 20 up b 50 years, the leaderforecass the reeds 6 scciety, the retion,
and the world to project a global view of what services will be needed. This requires the
ability to understand the impact of changes on the organization and to begin planning to
adaptthe orgarizaton to this projected vew. This planfor new direcions, new products,
new objectives, or new ventures is referred to as “Strategic Planning.”

As Strategic leades wak to coordinate orgarizatona units, they require long term
vision, team building, and networking skills. The focus within the Strategic doman
charges fom carying out ard orgarizing unts so that the agarizaion’s mssbn is
efficiertly acheved to seeig the agarization as a wble am projecing it into the future.
This involves consideling ard understanding the impact of decsions rot only on the
immediate time but aso on the evolution of the organization as a whole and 1050 years

in the future'?

10



Summary

The progresson of task canplexity and increasng time spanfrom the Drect to the
Strategic domain of an organzation is seenthrough the Sratified Sstens Theary.
Progression requires increasingly complex sKills and a broader view of the organization’s
functioning and future. At the Direct doman the individud is primarily responsible for the
hands a1 daiy accanplishment of the argarizaton’s msson. The Strategic domain is
concemed with anorganzaion's overall functioning ard with moving it in a drecion that
will insure its preparation to meet the societal and environmental demands of 20 to 50
yearsin the future.

The trarsition from Direct to Opertion domain leadeshp charges bcus fom the
daly hands-on involvement to being responsible for mutiple smultaneoudy progressing
projects. Opeiation domain leades dewlop long-term pdlicy in accadarce wih senor
leadeshp direcivesand are cancemed with the argarizaton’s piogresson for up © 5
yeas in the future. Opertion domain leadeshp involves subrdinate supevision ard
requires a comfort level with dekgaion ard enpowemert. Additionally, networking
with contenporaries functioning on teans, ard meintaining good rappoart with senior

leaders requires strong interpersonal and team building skills.

Notes

! Jaques, Elliot, Requiste Organiation: The CEO’s Guideto Creatve Stucture and
LeadershipCason Hall and Co., 1989), 20.

Jaques, 24.

® Ibid., 25.

*Petit, Thomes, Fundamental®f Management Gordination: Supevisors, Middle
Managers, and ExecutiveNew York, John RileyandSons,1975),68.

> Jacobs T. Owens A Guide b the Stategic Leader Devebpment Invenbry
(National Defense University, Industrial College of the Air Force, 1996), 83.
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Notes

®petit, 72.
‘Jaques, 26.
®Ibid., 27.
°Ibid., 28.
Pbid., 29.
Hbid., 30.
Pbid.
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Chapter 3

Tools for Assessnent

From the beginning ofheir careers to the endeach ofthem (Gererals
Marshall, Peatton, and McArthur) was continually applying new
brushstrokes to their knowledge and to their skills.

—General John M Shalikashvili
Chairman, Joint Chiefs of Staff
The Three Pillars of Leadership

Introduction

In discussing his thoughts on leadership development, General Shalik ashvili r eferred
to the careers of General Marshdl, General Petton, and General McArthur to make his
point that strong leadeship resuks from training ard deelopmert. They were “leamning
leades” whose educaion occurred not only in the academe seting but also training ard
expelierce ganed from actual on-the-job expelierce. At eachstage d¢ these geerals
experlierces,they confronted increasngly difficult assgnments by appying thenseles b
do the best ard lean the nost they could. Each stage d their cares huilt upan the
prevous aml provided a éundaton for sulsequem assgnments. These leades’
developments resulted from careers that gave them opportunities to hone leadership skills
through experience, institutional training and education (Professional Milit ary Education),

and self development.

13



While not eweryone acheves the acconplishmerts of Gereral McArthur, Gerera
Patton, or General Marshall, it is possible to pursue development and maimization of
eachindividuals leadeshp padential. This maximization of potential begins with an
honest assessment of individud leadership skills and attributes to identify strengths and
weakresses ard provide a foundaton for growth. Two very useful tools in this
assessert are the Strategic Leadership Devebpment Inventory (SLDI) ard the

Myers Briggs Type Indicator (MBTI) .

Strategic Leadership Development Inventory

The SLDI wasdewelopedby T. Owers Jacdos at the Indugrial College d the Armed
Forces(ICAF) ard the United Sates Amy War Cdlege USAWC) ard resuks from the
fuson of datl from three surces Original quesions were deweloped ly surveying
general officers and senior defense civilians to identify key job requirements and kills they
believed to be critical to success asenor leadeship domains. Additional questons were
deweloped trough surveying USAWC guderts aking them to idertify strengths ard
weakresses hey felt were critical to the effeciveressof senor leades they had obsened.
Further refinement occured over a sk year petiod as addional suveys wee conducted
on 1200 USANC guderts, their supewnisors, pees, ard subordinates The information
from these sarces was dedfoped nto the curent tool that assesses alacteristics ound
to be most important in leadeshp efectveress. For convenierce the claracieristics ae
groupd into the three broad kills and attribute areas of conceptual kills and attibutes
postive attributes ard negative atibutes(Table 2).> The 9.DI provides a coparative

view of anindividud’s strengths and weaknesses { combining a sdi assessert with an

14



indepenlert assessert from pees am supevisors. Such an assessert provides he
adventage ¢ idertifying areas or future growth that may not have otherwise been
appaent. The three $.DI cakegaies, atiributes wthin each ard developmenta suwvey

results are discussed below.

Table 2. Strategic Leadership Development Inventory Skills And Attributes

Conceptual Skills and Positive Attributes Negative Attributes
Abilities
Professional competence | Interpersonal Competence| Technical Incompetence
Conceptual Flexibility EmpoweringSubordinates | Self Serving/Unethical
Future Vision Team Performance Micromanager
Conceptual Competence | Objectivity Explosive/Abusive
Political Sensitivity Initiative/Commitment Arrogant

Inaccessible

Conceptual Skills And Abilities

Professional Competence

Professonal mastery is a canerstone d effecive leadeshp; as t is paamourt in
ganing the respect of subordinates. Further, it facilitates assessing information,
performing problem solving, ard ersuring eficiert mission peformance. Individuak
lacking professonal competerce appeaslow in understanding information being provided
ard may fail to propeily utilize naterial ard human resources b accanplish the misson.
From the sulordinate suwveys caducted in the dewlopmert of the S.DI, professonal

competence was the most important conceptual skill and &bility.

15




Conceptual Flexibility

The results of subordinate SLDI questionnaire indicated job knowledge and ability as
being mast important. However, the results of senior leaders' questionnaires identified the
ability to see a problem or stuation from different perspectives and a tolerance for

uncertainty and ambiguity as important to being effective at higher dofnains.

Future Vision

Surveys o gerera officers dertified the two most important atiributesa senor leader
might passess as. the ability to visudize future trends, and anticipate, plan, and intervene
now for possible “future” problems Individuds without the abilit y to project or anticipate
future trerds nay find thenseles lehind the paver curve as future everts ard trerds

unfold. This may detract from their value to an organization.

Conceptual Competence

While conceptud flexibility refers to the &bility to quickly react to a stuaton,
conceptud competence indicates the individud’ s ability to see globally and think through
complex situaions. High scaes n this area ndicate that the individuak know where they
fit into the organization as a whole and that they have an ability to analyze problems from
muitiple perspectives. These individuds possess good decision making kills. In addition,
their understanding of an organization or of a Stuaion facilit ates their choosing which

issues are worth fightiny.
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Political Sensitivity

Awareness of and senstivity to pdlitical issues both within and outside the military
becames increasngly important with progression to upperleadeship domains. Gereral

officer surveys identify this area as very important.

Positive Attributes

Interpersonal Competence

Interpersonal competerce nvolves anappeciation for the pesonal worth of others
ard a concem for sulordinates. Specficaly, this mears poviding an ervironmert of
opemess,trusing others motives, ard stowing caurtesy in interacions. Effeciveressm
Interpersonal Competence is important in mativating and fully utilizing subordinates
talents, bringing diverse groups together, facilitating joint efforts, and working with

persons of other offices or agencies.

Empowering Subordinates

Leading an organization towards its fullest patential is facilit ated through comfort
with ddegaion, truging pesome to complete their jobs without micro-managing,
creaing anenvironmert that ercourages nitiative, ard promoting professonal growth.
Low scaes n this area ndicate a endercy towards exessive supewison ard a low
degeeof trust for others motivation. In suldrdinates, this fosters a geing of not being

fully respected and leads to getting less than the’ best.
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Team Performance Facilitation

Facilit ating Team Performance involves geting the right pason for the job and
ersuling that they have what is needed @ getthe job done. Conversely, justas mportant
is recognizing individuds having diffic ulty completing their tasks and taking the necessary

actions to correct the situatioh.

Objectivity

Objectivity is important at al leadership domans and involves the ability see
Stuations impersonally and mantain composure under threatening situations. Individuds
scoring low in objectivity tend to become pesonally involved in stuaions when it is not
appopriate or necessgr. They may alko became subectve in their aralysis, have

difficulty seeing their weaknesses, and have difficulty making sound deciSions.

Initiative/Commitment

Individuds scoring high in this area exhibit drive, commitment, are fully apat of the
team work hard to getthings done, take ctarge n a ciisis, ard urderstand priorities Low
scores in this area indicate a lack of focus or interest in the “job at hand” that will lead to

long term credibility problem€.

Negative Attributes

Technical Incompetence

Lacking the ability to do the job well results in a loss of subordinate respect. It dso

indicates an inadequate knowledge base and the analytical ability to be prdactive.
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Self-serving/Unethical

Self seving ard urethical individuak impactthe functioning of a unit asthey exhibit
behaviors suchas sdl interest, aluse @ others for their gan, and taking credi for work
they have not done. Their behavior impacts the ethical climate of an organization and

leads to divisivenessAs leaders, they alienate peers and subordinates and are a fability.

Micro-manager

Usualy resukting from a kck d professonal competerce, micro-marages are
uncomfortable with risk, tend to over-supewise sulordinates, ard sgnificartly decease

motivation®®

Arrogant

Arrogarce impacs sulordinate notivation, danages pofessonal peer relationships
ard creaes a egatve ervironmert. It causesndividuak to do aslittle as necessar as

opposed to striving for exceptional performance; thus, significantly affecting motivation.

Explosive/Abusive

Individuak with the tendercy to be explosive a alusive nmay be unade to dewelop an
in-deph understanding of complex problems ard therefore may not amalyze situaions
deepy erough before making decsions. Their behavior makes sulordinates reluctart to
goto them, paticularly with bad news that can result in their finding out things have gone
wrong when it is too late. Explosve o alusive behavior alko negatvely affects

networking and “team” effort¥.
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Inaccessible

Inaccesdiilit y may be the result of any of three reasons. The individud may not be a
people’s person, may be lacking in interpersonal skills, or may be seif-centered.
Regadless, the impactis sefous ast causes sulrdinate’s reluctarce b keepthe leader
informed. It further affects the dewlopmert of trust, mutual respect ard deceasegshe

leader’s influence on subordinate developnignt.

Myers-Briggs Type Indicator

The MBTI ascetains anindividuak “preferences” n dealng with the wald. It was
deweloped fom Cail Jurg’s “Psychological Type Theay” that ewlves aound how
information is taken in (Perceving) ard how that information is organized aud usedto
draw caclusons (Judging).'® Perceiing is done either through Sensng or Intuition.
Judging occurs either through Thinking or Feeling. The MBTI indicates wlere peple
focus their attention (Extroversion or Introversion), they way they prefer to gaher
information (Sersing or Intuition), they way they prefer to make decsions (Thinking or
Feeling), and the way they orient themselves to the world (Judging or Percéiving).

Prefererceswithin thesecategaies ard “type” canbinations are usetl in idertifying
characiernstics ard behaviors that may be predctive of leadeship efectiveress.
Conversely, dewloping an awaeress & ard dealng with negative traits improves
leadeshp efectveress. Strong prefererce @35 pants alove a below the MBTI midline
scae) is indicative of an areathat warants cansideration as t may affect anindividuals

“flexibility.” The following summarizes strong preferences within each category:
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Strong Extroversion

Indicates a potential lack of focus recessar to acheve techmical deph in areas hat

require intense individual effort.

Strong Introversion

Indicates an interpersonal skill deficiency that may be seen by others as a coldness.

This is especially true if coupled with a strong Thinker.

Strong Sensing

Indicates a possible dday in developing abstract thinking skills and complex frames of
reference required in higher operation ard strategic leadeshp damains. Others may see
thes individuak aslacking dept of knowledge. If coupled wih a g¢rong Thinker it may

indicate a tendency to micro-manage.

Strong Intuition

Indicates a éndercy to lack he stuationa awaeness hat may be required to deal
decisively with developing stuaions  These individuds may be perceived by others as

having a lack of focus and the perception of unreliability in task completion.

Strong Thinkers

Indicates a éndercy to over enphasize the misson at al-costs ard may be seenby
others as umaling. As stated ealier, if coupled wih a stong Sensing there nay be a

tendency to micro-manage.
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Strong Feeler

Indicates a tendercy to over enphasie pe@le concems ard maey lead b being

perceived by others as not being tough enough.

Strong Judgment

Indicates a éndercy to over enphasize coformity to procedues wth a endercy to
reachdecsions quckly without a full consideration of options. If coupled wih a stong

Sensing it may be seen by others as not being very creative.

Strong Perceiving

Indicates a tendency to vacillate in decison meking. The need to consider options
may causethe oppartunity or the timelinessof the decsion to lapse. Others may perceive

the individual as not being sufficiently task focuéed.

Summary

The road to developing effective leadership attributes and skills begins with a self
assessert to deermine individual strengths ard areas or growth. The SLDI ard MBTI
are two tools poven to be effecive in measuing these aeas. The 3.DI spediicaly
assesseattributes under the three voad caegaies o Conceptual Skillsand Ailities,
Pogtive Personal Atributes ard Negative Rersonal Attributes These lboad caegaies
include sixteen individual areasidertified through 1200 sirveys as being important in
effecive leadeshp. Reviewing the resuks d sef, peer ard supevisor suiveys provides a

comprehensive view of individual strengths and areas to build on within these categories.
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The MBTI indicates an individuds “preferences’ in collecting, assimilating, and acting

on information. The tool identifies tendencies that may indicate a particular role suitabilit y

and identifies tendencies within each preference that may hamper individual effectiveness.

Notes

2 bid.
2 Jacobs T. Owens A Guide b the Stategic Leader Devebpment Invenbry

(National Defense University, Industrial College of the Air Force, 1996), 86.

® Ibid., 87.
* Ibid.

> |bid.

® Ibid., 88.
" Ibid.

® Ibid.

° Ibid., 89.
9bid., 89.
" bid., 90.
2 pid.

13 1bid., 90.
“bid.

1 bid.
*®|bid., 91.
7 bid.

18 hid.

¥ BriggsMyers, Isabel, Introduction toType (Palo Alto: Consulting Psychologists

Press, Inc. 1993), 2.

2% bid., 3.
?! |bid.
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Chapter 4

Putti ng it Together

We mug notcea® from exploation and the end dll exploiing will be to
arrive where we began and to know the place for the first time.

—T.S. Eliot

Previous chapters have identified personal kills and attributes that have been shown
to contribute to effective leadeshp. At the goeration domain it is seenthat anintegration
of three sKills is required. These are the adeptness to interpret and implement the goals
and objectives of senior leaders while balancing the needs of subordinates; the ability to
develop, implement and manitor the progression towards objectives and goals of
individud areas of responshbility; and the <ill to inspire, motivate, and facilit ate
sulordinatesin achieving goals ard objecives. Crucia to succeedhg in these agas $ the
ability to create an environment condudve to encouraging teamwork and the growth,
creaivity, ard innovation of individual team members. Creaing suchan ervironmert
begins with the leader who is cognizant of the impact of the skills and attributes discussed
inthe SLDI ard the MBTI on the warking ervironmert. Additionally, it involves Bking a
personal look at the resuks from the two tools am working to maximize strengths ard

improving weaknesses.
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The skills and attributes identified from the discussion of Operation Domain of an
organization provide direction for applying the results of SLDI surveys. This doman of
leadeshp cals upan deph ard kreadh of knowledge as a dundaion to keep an
organization functioning in the present and to plan for the 1 to 5 year future. These kills
are assessed thin the Conceptual Skilland Ailities categay ard relate spediicaly to
Professional Competence, Conceptud Hexibility, and Conceptud Competence. As the
leader progresses upward within an organization the ability to impact the direct outcome
of the argarizaton’s msson deceases. The nost effective leaderis comfortable with
empowering subordinates and is able to optimize their ability to complete their roles. As
the task complexity increases and the leader’s responsibilities involve more persons,
building and leading teams and strong interpersonal skills become paramount. These
attributes ae assessed ithe Pogtive Attributes categay by looking at Interpersonal
Competerce, Empowering Subordinates, Obectvity, Team Performance am
Interpersonal Competence.

Application of the information regarding skills and attributes to individud SLDI
suiveys involves anaralysis of strengths am weakmsses. Strengths ae idertified asbeing
in the top 25% for paositive attributes and the bottom 25% for negaive attributes.
Conversely, weakresses a idertified hrough scaes n the ottom 25% of positive areas
ard top 25%for negatve. Revewing ard canpaiing the resuks d peerard sulordinate
suveys aganst sef assesseris further idertifies aeas & strengths aml weakmsses.
Personal scaes hat are a bt lower (more than 0.5) than pees ard sulordinates are

indicative of being self critical, being reluctant to take risks, and of being less open with
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others alout their needs. Personal scaes hat are alot higher than those of pees ard

subordinates also indicate areas for improverhent.

As with dl “ personal improvement” tools, the goal of SLDI agpplication is to work on
minimizing negative atributes while building and madimizing strengths and weaknesses.
Improvement within the Conceptual Skillsand Avilities involves education, training,
continuing educaiton, ard readng to dewelop professonal competerce am maintain an
edgethrough awaeress of chargesard trerds Gerera suggesions for improvement
within this category are to work towards developing improved reading, writing, and
gpesking kills. Reading in areas that are gpplicable to individud specialties or focus on
potential future trends will provide a large benefit in visudizing where the organization
will be in the future years. Attributes within the Positive and Negative Attribute areas are
predominantly interpersonal skills. Improvement involves developing an awareness of
interaction skills and comfort with Empowering Subordinates and Facilit ating Team
Performance. Suggetions for improving these aeasare covered in the dscussion of

application of the MBTI.

The MBTI idenified ndividual prefererces or deaing with the exernal world ard
possible negatve implicaions of eachprefererce. A suggesed nethod for minimizing
these egaive implicatons is to work towards deeloping a balance betweenprefererces
ard ron-prefererces. This balance s caled Individuation A drategy for deweloping
individuaton begins with a pesonal realzaion that this balance canbe beneficial
(Attention) ard then idertifying pesonal paterns d prefererces ad ron-prefererces

from the MBTI (Recognition). This recogntion is followed by developing an

26



understanding of these pefererces ad non-prefererces (Awareness) ard decding to
focus o the least preferred sde (Decision). After ddgermining the srengths and
weakressesof individual prefererces ad non-prefererces ad visualzing the pdential for
dewelopmert (Vision) a commitment to make growth and development a priority
(Commitment) is made anl is followed ty a decson to pursue dewloping a balance
(Decision).?

Specfic information for balancing prefererces s found in Myers-Briggs Introducion
to Type. Same brief suggesions are included lere for a garting pant. Extroverts should
try working done in quiet; being patient with long jobs; thinking before acting; and
practicing communication by writing. Introverts can work on tolerating interruptions,
making decsions quckly; ard canmunicaing more throughtaking. Since Sensors prefer
factual concrete information, a kalance s acheved through increasng awaeress @ the
“big picture” and pulling back on the tendency to micro-manage. Conversely, Intuitors
can work on organizational skills by focusng on ddails of what works now and not
jumping to conclusions too quickly. The Thinkers prefererce or cause atmh efect
reasming cambined wih impersonal, objecive truth may be perceived as cold ard
uncaring. It is balanced ly developing anunderstanding ard anawaeress @ the impactof
decisons on others. Feelers should work on respording to other’s ideas by learning to
have less cancem for pleasng pe@le, becaming firmer ard tougher minded,ard becaming
more comfortable with giving pele unpleasnt information. Judges can balance the
needfor a sytematic structured ewironmert through being less stucturally rigid, more
opento last minute charges,ard by awiding making srap decsions. The Rercever's

prefererces br spataneity ard “leaung options goen” is balanced ly becaming more
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organzed @ having more gructure in plan developmert. Also, working on ard gicking

to one project at a time, and not postponing unpleasant jobs is Relpful.

Notes

! Jacts, T. Owers, “A Guide b the Strategic LeaderDevelopmert Inventory,” in
Leadeshp ard Ethics, ed Colonel Gai I. Arnott et al (Maxwell AFB, Ala: Air
University Press, August 1996), 86.

? Knowleton, Bill and Mike McGee, “Strategic Leadership and Personality: Making
the MBTI Rekvant,” in Leadeshp ard Ethics,ed Cdonel Gal I. Arnott et al. (Maxwell
AFB, Ala: Air University Press, August 1996), 34.

® BriggsMyers, Isabel, Introduction to TypeRalo Alto, Ca, Conaulting Psychologists
Press, Inc., 1993), 5.

28



Chapter 5

Conclusions

Leadaship is a wry different quality (than management)--it involves
creating diection though vison, direction thoughinspiration, direction
through example, as opposed to direction through control.

—Tom Peters
Liberation Management: Necessary Disorganization for the Nanosecond Nineties

Leadeship efectveress § one o the nost important factors in an organizaion's
success ofallure. It is the leaderwho is respasible for knowing or ernvisioning where the
group is to going and how to ge there. The leader must plan how the group will move
forward ard be prepaed © make adyusiments acceding to internal or exernal
ernvironmental charges. Also, the leadermust be alle to bring a goup o individuak
together, motivate them ard meld ard direct their diverse talents towards the ervisioned
end state.

The responsibilities of leadership require many qudities and attributes. Not the least
of which is a claracter that causes surdinate’s to trust ard follow. Howewer, just as
important astrustand character isthe passessin of professonal knowledge b understand
the agarnizaion's gals, cope wih urknown circumstarces ad ervision future
possibilities. The effective leader must have the kills to mativate subordinates and ensure

they have the necessar tools to complete their individual tasks. Fnally, effective
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leadership requires the ability to facilit ate these individuds into one team, to network with
peers and to work well with others.

The task complexity requirements, and therefore the paticular sills that are
important at eachleadeshp damain, vary within the diferent strata of an orgarizaton.
Jacob’'s Stratified Systems Theory analyzes, and identifies the <ills and attributes
necessay for effecive lkeadeshp at sewen different orgarization strata. At the operation
domain, the leaderrelies heavly on a stong cancepual knowledge, strong concepual
flexibility, interpersona skills, comfort with empowering subordinates and team building
skills. Maximizing these areas is complemented by minimizing the negdive factors of
Techmical Incompeterce, Arrogarce, Explosive/Abusve a Unethical Behavior, Micro-
managing, and/or being Inaccessible.

The areas included in Conceptud Skills and Abilities and Positive Attributes are a
function of and developed through assignments, experience and training. Minimizing
negaive atiributesbegins with a ®iIf asessmernt followed by pumposeful targeting towards
correction. By usng the S.DI ard the MBTI, the leaderacheves a multidimensional
view that includes he assessem by pees, supevisors aml sulordinates egarding
Conceptual Skills and Abilities, Positive Attributes, and Negative Attributes.

After reviewing the information from the SLDI and MBTI, the individud initiates
plaming to captalize a strengths amd minimize weakmesses. This individuationprocess
spediicaly involves deeloping anawaeress ¢ strengths, weakresses,ard prefererces.
Individuaion is acheved by payng atention to ard recagnizing individual preferercesin
professonal ard social situaions ard developing balance ketween prefererces ad non-

preferences.
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Dewelopmert of effecive leadeship atributes & a goowth process m which individual
“raw material’ is recaynized, shaped ad reshaped mto a fina product Warren Bemis
said, “Only whenwe krow what we ae mede d ard what we wart to make of it canwe
begin our lives”! The road to effective leadership begins with understanding what skills
are needed o effectvely lead atthe goemtion domains, reflecing upa individual
strengths ard weaknessesamd sepping towards ndividuaion to minimize weaknesses ath

maximize strengths..
Notes

! Bennis, Warren, On Becoming aleader (Reading: Addison-Wesly Publishing
Company, 1994), 40.
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