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The views exressedn this acadent research paper atkoseof the auhorsanddo
not reflect the official policyor position of the US Government the Departmentof

Defense.



Contents

Page

DISCLAIMER ..ottt e bbbt r e e e e e e e e e e e e s T IO

ACKNOWLEDGMENTS ...ttt e e e e e e e e e e e e e e e e e e s Vieeo.o.

AB ST RACT ..ttt e e e e e e e ettt ittt e e a e e e e e e e Vil........

INTRODUGCTION. ...ttt e e bbbt r e e e e e e e e e e e e e e e e e s e aanannn 1.

LEADERS THAT CHART A VISION PREPARE THEMSELVES AND THEIR

ORGANIZATION FOR THE CHALLENGES OF TOMORROW.........cccevtiiieeeniiinne 3.
Case StudyEdmund G. “Pat” BrOWD..........ccevvuiiiiiiiiiiie e 8.....

CHARACTER IS THE CORNERSTONE OF LEADERSHIP—IT FOSTERS

TRUST AND INCREASES THE LEADER'’S EFFECTIVENESS............ccccvvineee. 11
Case Study: The Batangan PeninSUa.............ccceiiiiiiiiiiiiieeee e 16...

RESILIENCY IN LEADERSHIP ALLEVIATES THE IMPACT OF

ADVERSITY, COMBATS CHAOS, AND FOSTERS FLEXIBILITY......ccccvvviiieennnn, 22
Case StudyGeneral Ulysses S. Grant in the Civil Walr...........ccccee e, 28

LEADERS BUILD AND RELY ON MULTIFACETED INTERNAL AND

EXTERNAL RELATIONSHIPS..... .ottt 33....
Case StudyGeneral George C. Marshall...........ccccccoeiiiiiee 37..

LEADERSHIP DEMANDS ACCOUNTABILITY TO SUPERIORS, PEERS

AND SUBORDINATES ALIKE......ccttiiiiiiiiiiiiiiiiee ettt 42....
Case StudyGeneral Dallager and 52nd Fighter Wing............cccoovvvvvvvveviivinnnnns 46......

THE LAW OF SOWING AND REAPING:LEARNING AND MENTORING

YIELD A HARVEST OF PERSONAL GROWTH AND ORGANIZATIONAL

DEVELOPMENT ...ttt e e e e e e e e e e e e e e e e e e e e aaans 50......
Case Study: Generals Marshall, Eisenhower, Patton, and MacArthur............. 55

THINKING CRITICALLY AND CREATIVELY IS AKEY TO PROBLEM

SOLVING. HENCE, THINKING IS A HALLMARK OF LEADERSHIP.................. 59
Case StudyLieutenant General William G. (Gus) Pagonis............ccccceeeeevveennnd 64



WISDOM PROVIDES A BROAD, BALANCED LEADERSHIP PERSPECTIVE

FROM WHICH SOUND DECISIONS ARE MADKE........cccoiiiiiiiieceieeeein e 69.
Case Study: General H. Norman Schwarzkopf...........ccooiviiiiiiiiiiiieeeeee, 73.

THE LEADER IS RESPONSIBLE FOR COMMUNICATING VALUES................. L.
Case StudyCommander Hardesty And The “ViKingS......ccccoiiiiiiiiiiiiiiieeeeee 83

LEADERSHIP IS RESPONSIBLE FOR SHAPING THE CULTURE—

ASSESSING AND TRANSFORMINGT WHEN NEEDED.........ccccccovvviiiiiiiiineennnd 87
Case Study: Culture Changes in the Department of Defense........................... 92

BIBLIOGRAPHY .t e e e e et e e e e e e e aaa s a7......



Acknowledgments

As with any major project, this studyeceived support and assistance from many
individuals outside the research teaifheir helpwas paramounto the succesof this
project. We would first like to offer our sincere appreciation to Majors Kathgnd Karl
Johnsonfor their insight as our Air Command and Staff Cokedaculty research
advisors. Their contributions and moral support wereohéythe call of dutyas they
investeda great amount of time and effort reviewiogir project and challengg us to
think “outside the boX We would also like to thank Dr. Carlrizant of the Centefor
Creative leadership in Greensboro, North Carolirlac. Bryant reviewedour projectin
its initial stagesandgave us soundfeedback on our focus and approadbur gatitude
also extends to the many United Stdes military flag and general officers who took
valuable time from their schedules to respond to our inquiries on leadersHipe
experienceand wisdom theghared was priceles# special acknowledgent ges to the
HonorableEmory M. Folmar, Mayor of Montgomery Alabama for sharingiis valuable
time, wisdom ad uniqueview of leadership from his gperience as an infantry batalion
commanderin the Korean Vdr, a successfubusnessman, and a pubt servant Most
importantly we must recagjize our lovingspousesindchildrenwho patientlyunderstood
our absences from home as we strove to make this project sontagymguld beproud
of. A speia thanks ges to Mrs. Christi M€lure who diligently read and re-read our

many drafts offeringher valuable recommendations aiam@mar, sthe and presentation.



Finally, we want to thank God for makirtbe exyerience of researchirntis projectso

enjoyable, educational, and enriching to our lives.

Vi



AU/ACSC/079/96-04

Abstract

The constantlychangng world situation continues to place higlemandsupon
leaders. Leaders at all levels must take their responsibilities to heart and keep leadership
at the forefront of militarythinking In response, the Chief of Staff of the Adorce
requested an Air Command and Staff Cddlegtudent research project on the
developmenbf key propositions regrding leadership. This research paper answers that
taskingand forms the basis for a pocketesibooklet that parallels the recenpiyblished
“Ten Propositions Regarding Airpower.”

The research project contains ten proposition statements, an accorgpaagyer
supportingeach proposition, and a historic case stillystrating the value ofeach
proposition. The authors contend that these propositions are timeless in nature—they
were gpplicable in the past and will continueto goply in thefuture Webste’s dictionary
defines a proposition as “somethionffered for consideration or acceptanceéd’ such,
the ten propositions are meant to stimulate thoamd discussionn leadership. This
compilation of propositions is not, by any means, all inclusive.

Research methodolggconsisted of a literature search, persoinérviews, and
letters to wrrent and past military leaders asking them to shae ther views on leadership.
Responses to the interviews and letteesegated ideas andonfirmed, refined, and

supported the propositions presented in this paper.
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Chapter 1

Intr oduction

Finally, a definitive treatise on the kéyleadership.A complete*how-to” bookand
a stgp-by-step written prescription tha guarantees to providedl you wouldever need to
know aboutbecominga successfuleader. NOT! In fact, this paper serves more as a
blank canvas to help evelgader, new or gerienced, gungor old, to “paint their own
self-portrait” as a leader. The “Ten Propositions Regling Leadership” project is
thoudht provoking It is desiged that wayat the request of the Chief of Staffthe Air
Force,GeneralRonad Fogeman. His desie is for leaders aall levels to reflecton their
leadershipstyle andthe art of leadership itsel\What better wayo understand the “art”
than by“painting a self-portrait.” Just like theartistthoudh, one muststudythe subject
first So, first read, hen congler, dscuss, refict and even diagee wih these ¢n
propositions. Many will argue that there are other, more important aspects of leadership
not included. If this occurs, lhe aubhors can @im success—Heyve met their goal by
stimulaing sometough thinking (and even disareement) on thesubjet of leadership.
Hopdully, your reflection will result in your pesona growth & aleader and ultimaely
benefit the nation you serve.

Research methodolggfor the project consisted of a literature search, personal

interviews, and letters to current and past military leaders. The interviews with and



letters to military leaders soudpt thar broal views on ledership—speifically how did
they define leadership, did theljave anytimeless propositionsor philosophieson
leadership, did theliave anypersonal eperiences (or stories) that emphadithe value
of their specific philosophies, and fingllwas there a leader somewhere durineir
career who thelooked up to and emulated (and if so, y¢thyrResponse® theinterviews
and letters generated ideas and also provided a living context for the propositions.

The target audiencdor these propositions is the junior non-commissioned officer to
four sta genea (and thar civilian equivdents). The god is to kesp leadership “on the
front-burner” of everymilitary members’ thoulgts and actions.The products fronthis
projectinclude this research paper, a multi-media TomdR and a future pocket-sized
booklet. These propositions could be useful throogt the Departmentof Defense
(DOD) in a variety of setting. Any DOD orgnization could develop aear long
leadershigraining progam based on these propositiof®r example, an Air Brce wing
could baseits leadershigraining on one of the ten propositions per month and then use
the last two months as a review of the propositions in tofalditionally, appropriate
levels of professionalmilitary education can incorporate these propositions as part of
their leadership curriculumThe authors hope that this project can serve aobmany
toolsin achievingthe gal of the Chief of Staff of the Airdtce, General 6geman—to

keep leadership at the forefront of our thinking!



Chapter 2

Leaders that Chart a Mision Prepare Thenselves and Their
Organization for the Challenges of Dmorr ow

Picture yoursef in the ealy American west You are he ntrepid wild westscout
trusted with gquiding a wagon tran, filled with hdpless pilgims and tendefeet, across
uncharted territory to the promisal land of Cdifornia. To m&e maters worse this is
your first job out of scout schoolYou have a rudimentamnap inyour handbut it is of
little use—headingvest is new to qu. The onlything you have that makegou the
leader is the scout schoofagluation certificate and the unshakableewsigd desirgo
head west, to follow the settirgun, no matter whatWhat will get the leadelandthe
people under his care to CaliforniaThe leader’'s visionwill bring them throudh.
Nothing will stand between the scout and successh@fchingCalifornia becausehat
vision of getting there is firmlyin mind. Accordingto Warren Ennis, inOn Becoming A
Leader the“compdling god” of theleader and the“guiding purposé the leader has for
the orgnization are absaitely critical to successfuleadershp.> A closer eaminaion of
both personaland organizational vision, as well as the leader's need to consistently
evalatk them explains how charhg a vision prepareseladers ancheir organizations for

tomorrow’s challenges.



A personalision can crea&t or defne kaders.Leaders are a#h thosewho seewhat
needs to be done and dash forward to doAite theybolder than mosbr do they just
have an abilityto “see” throu§ minutia and discern thgery important matters?
Whatever the answer, this ability “see” clearlyhelps the leader develop their visioh
themsdves in thefuture In away, theleadea’s persond vision supplies the powe and
energy to fud thar actions when movingtoward tha futuresdf-portrait. This putsa spin
on the old sayg, “what comes first, the chicken or thegggbecausetiasks “whattomes
first, the leaderor thevision”? Benns shtes hatthe kader’'s personalision actaly is
the raison d’etrefor leaderstp because “gon is the wayleadersnventthenseles.”
Vision providesthe leadera mental picture of themselves in the future—as a person and
leader.

A leader’'s personatision is an mportant element in the recipe for successful
leadership. This ingedient, the “giding vision,” is likened toadding eastto bread
doudh. Yeast causes dohgo rise and results in edible bread; withbubreadremains
flat and unpalatable. In a similar way the leader’s vision causes a “risingffect.
Adding vision helps the leader provide well-developed “palatable”leadership.As a
result,leadershigdocusesbeyond the immediate and is more future directedhe leader
uses vision as a compass fandance alongheir personal leadership journeennis
states that, “The leader has a clear ideavib&t he wantsto do—professionallyand
persondly—andthe stengh to persst in the face of sétacks, even faires. Unless you
know where gu’re gping, and why you cannot possiblget there.® This constancyf
vision empowerghe leaderto act boldlyunder anycircumstance with presence of mind

and confidence.



There are rany factors criical to the artof leadersip. Benns studied many leaders
having similar leadership taacteristics, but all had one factor in common: the
capability to “manage the dream.”* This aility to nurtureand to “make rea” ther
personalision is characgristic of successfuleaders. A leader wih a personavision is
more than just gal-oriented. Personal vision provides the force and drive behind the
leade’s actions and beomes theprimay factor in leading suaessfully acrossunfamiliar
or new territory. Vision gives life to theleader's dream and hdps m&ke it a redlity. As
the Germanpsychoanalgt Carl Jung stated, “A dream that is not understood remains a
mere occurrenceUnderstood, it becomes a living experiente.”

An organization is made up of people and theged the leader to translate personal
visioninto organizational vision—to chart the course ahead for all to $&®verbs 29:18
states, “Wiere there is no vision, the people perishThus, vision serveasa guidepost
towards the future and defines the amgation’s overarchingpurpose.Organizational
vision leads people towardsa commondreamand shared @pls. It is important to
successfulleadersip becausetikeeps he kader's ¢am large or small, focusedon
succesandonthefuture. Vision also provides a uniiiyg team @al and protects agnst
stagqation by guarding acpinst the possibilityfor people to rest on pasuccesses.
Organizational vision pointsout andguides evergne towards the desired end-state—the
leader’s conception and visuaition of success.Don Ritchey a CEO of a majolJS
corporation, states, “A real essential for effective leadership is dbatan’t forcepeople
to do very mudh. They have to want to, and most time | think they want to if they
respect the individual who is out front, if thbgve confidence that the perdmessome

sort of vision for the company.”



Organizational vision can also challemgeople tstretchbeyond currentcapabilities
and often begnd limitations. Burt Nanus, in his booKisionary Leadership reveals
that, “There is no more powerful enge drivingan orgnization toward exellence and
long range success than an attractive, worthwhile, and achievable vision of the future,
widely shared.® This vision must balive in every level of the organization for it to bear
fruit. Bennis states that, “Corporate vision operates on three legélategc, which is
the orgnization’s overridingphilosophy tactical, which is thaphilosophyin action;and
personal, which is that philosopimyade manifest in theehaviorof eachemployee.”

The leader’s responsibilities include disseminatingion to all three levelsThe vision
needs to permeate the entireamigation; failure to do so haseriousconsequencesA
well-deployed organizational vision helps leaders provide a focus for the future while
simultaneously chdlenging people in the present to m&e the most outof wha they do
now.

Finally, leaders must evaluate vision—before the vision fails or is inadequate to
handle new challenges. Vision needs constant attention in Hig of the dyamic
environmentwe live and work in. Perry Smith, in his bookTaking Chargeillustraes
the need to monitor vision:

Leaders who are ngblanners are siply caretkers andgatekeepers.
Thoudh they may run efficient andeffective organizations, they do not
redlly seve thelongterm interests of theinstitution unlessthey plan, se
goals,andprovidestrategc vision. Leaders who care about their missions

and about their people normallyant to leave their oegizations in better
shape and with a clearer strategic direction than when they tooKover.

The key lies in Genga Smith’s point tha leaders “normdly want to leave thar

organizations in better shape and with clearer sthateljrection.” This implies leaders



have a responsibilityto assesgshe current vision and then modifthe vision when
necessary Scott, dffe, and Tobe in their boolOrganizational Vision, Values, and
Mission indicate that it is not unusual if enthusiador an establishedvision
diminishes Leaders should consider the “visionipmpcess” as anpportunityto re-
energize and recapture organizaiond vitality. This “visioning process” dlows the
organization to closelyexamine itself in lidit of its mission and purpose, or evire
leader’s personal visionThe authors conclude that, “Visionimgvisits the valuesnd

"2 |t becomes

mission a&ad egages the organizaion in seing new possibilities.
refreshingfor leaders to take periodic looks at both personal arahizagional vision. A
modified or more applicable vision mayolve fromthis procesof evaluationandserve
to work betterfor theleader and the oapization. A vision needs to be broad endutp
incorporate the actions and products of the entireanazgiion. Accordingto General
RonaldYates,former Commander of the Air érce Materiel Command, a vision which
only speaks to a small percengagf unit personnel is tonarrow® Leaders ray modify
vision when needed, but care must be taken in demgThe leader’'s orgnizational
vision should be clear, realistic yet inspiring—one that eneiges and appeals to all
membes of theteam. Ultimately, it is theleader, and not a committeg, tha creates the
vision.

The strenth andclarity of personalision prepareseaderdor greaterthings. Vision
motivatesand is a catalyst for action. A leader’s vision is the compellingoal and
guiding purpose that drives them forward and provides the bagiedieptfor successful

leadersip. The leader ao provdes a rap to guide the organization towardsthe future.

This map, or orgnizational vision, charts the course ahead and focuses anassy



attentionon missionsucces#n light of future challengs. Organizational vision serves to
move peoplebeyond their limitations and stretch individual capabilities for tbedyof
all. Visions are dgamic and must be continuougyaluated byhe leader.The goal is
to ensurea renewedvision exists—one that prepares leaders and theiarozgtions to

take advantage of future challenges rather than falling prey to them.

Case Study: Edmund G. “Pat” Brown

EdmundG. “Pat” Brown was gvernor of California from 1958 throbdl966. This
period was charactegd byfast gowing population and even fasteconomicgrowth*
Californiawasa quickly developing very dynamic, and hug state that clearlgpeeded a
leader with an ey towards the future—a leader with vision grand enoudn for
California’s potential. GovernorBrown'’s vision would be just thatHe would put in
place a foundation for California’s futureogvth based on three pillarsimproved
transportation, education, and water syst&ms.

Governor Bown'’s vision provided the insiy he used to visuakzandunderstand
what his state’s future transportation needs would beHis thouditful and all-
enconpassing vision provded an accuratpicture of psthow important anefficientand
modern transportation sem would be to the continuedrowth and economic
development of his stateHis administration financed and built over 1,000 mités
moden freeways tha would not onlyimmaediately smooth out intratae transportaion in
thelate 1950’sandthroudh the 1960’s, but also beand enouly in planningand scope to

avoid the future phenomena of transportation gridlock we experience sometime¥ today.



The governor’s vision also was laggenoud to recoquize the role educationwould
play in thefuture preeminence of his stae. His commitment to education was not limitel
to the eight yearsof his tenure,rather, he focused uth furtber aheadawards he fuure
of state educationin California. He viewed higer education as an investment in
people—andhe papff in future gowth, intellectuallyand economicallyfor California.
GovernorBrown'’s efforts would opennearly a dozn campuses of the Universiof
Cdlifornia andthe state colege system This was “he nost accesdile and nexpensve

"17 and Bown’s vision was for it to benefit all

higher educabn system in the worll
Californians.

Findly, Govenor Brown’s visionay leadership illuminged and solvel a potentia
staewide problan: future water availability. He recognized tha water was a scrce
resourcdor California yet theredid notexist anyformal wayto address &caton issues.
He understood the potential problem the isefi@vater rights could causeCalifornia
betweenthe waterrich north on one side and the fasteioging, but arid, south, on the
othea. Brown wisdy sav the importance of this issueand delt with it before it ever
could become an insurmountable problem. His administration’s effedslted in
legislation that creaed the presentday Caifornia watr system His effors in the
CaliforniaSenateaesultedin the authorizatiorto build a 444 mile aqueduct to furnish the
southwith almost two billion gllons of water each dayDavid Broder states that, “it was
a battle tha only a visionay would hae waged, but Bown wa aman who bdieved—in

a way few politicians do now—thiagovernment has enormous epeacity to improvelife

for people.*®



GovernorBrown wasa true visionaryeader. He left a legcyto future Californians
tha reflected his ommitment to then—even bedre they were born His dtention to
vision, and his ability to envision the future, helped him put in place three key
cornerstones that benefited madglifornians: animprovedtransportationgeducation,
and water sstem. As Broder states, “The thisghe wasinterestedn gave Californiaits

future. The whole state is his monument.”
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Chapter 3

Character is the Cornerstone of Leadership—It Fosters iust
and Increases the Leadeés Effectiveness

Characer defnes he kader. It is not a facade or aobl—sonething the keadercan
pretend or pickup and take to work if needed that dayeader’s character is thduweart
and souland sgnificanty impacs therr leaderstp effectveness.There areat leastthree
pillars of haacter essantia to leadership—theleader's pe'sond commitment to integrity,
their selflessnature,and their enduringpassion for the assigd mission. Collectively,
theseelement make up the keader’s charaet and serve asi¢ cornergine for enhanag
effectiveness and for building trust in the leader’s ability.

Peasond integrity, thefirst pillar of character essantial to leadership, is reflected in
the leader’'shonorablebehavior, honestyand humility Honorable behavior is much
more than being moraly and ehicaly correct It means beig worthy of respectand
gaining the trust of superiors, peers, and subordinatesmiayntaining the hidnest
standard=f personal conduct.Leaders have a responsibility uphold and reinforce
expected societal and a@amgzational norms—and people pect ethical and moral
conductfrom leaders. Leaders who fulfill these @ectations, gner and maintain the

respect necessafgr effective leadership.Accordingto John Dalton, Secretaryof the

11



Navy, this commitmentto honorablebehavioris crucial to gining the trust necessafgr
leadership.Dalton says:
It is a readiness issue, because without etheealership . . therecanbe
no trust bysubordinates in the orders of theuperiors. Therecanbenone
of the special esprit or bondinigat we consider essenttalthe teamwork
required . . I view the ethicsof moralbehaviorasoneof the cornerstones
of military leadership. Trust required for dfective leadership rejuires a
standardf behaviorandthe development of personal character that are in
some aspects unique but ultimaely in keeping with the highest mord

code of society not the averag, not the common denominator, but the
highest*

In additionto honorablebehavior, a leader’'s honegtlays an equallymportant role
in enhanaig their leadersip effectveness and fosting trust Honesy meansleaders
must be truthful, frank when necessaand alwag keep their word. Leaders sayhat
they mean and do what they say In doing so, hey estblish thenseles as crethle
sources for information, advice, and feedbackonversely leaderswho are dishonest
quickly get a reputation for beingnreliable and untrustworthyHonestyis a wayof life
for the effective leader—it becomes second nature, habituaheJournal ofLeadership
Studies Frank Toneyenphasres, “Honesy is essentl to leaderstp. Effective leaders
are credible,with excellentreputationsand high levels of integity. . . . Honestleaders
may be abé to overcone a hck of eyerise in other areas.? Toneyimplies that honesty
in leaderslp carres as mch, i not more, weght than professinal conpeiency There &
little hopefor establishingrustin leadership without personal intdg built on honest
communications and actions.

The final element of integrity, as t contibutes b leadersip effeciveness,is
humility. Humility in leadership implies a deference to othe’s opinions, ideas, and

contributions—leaders put themselves and others in the correct perspechigis

12



critical to leadership for two reasonbirst, humility providesa broaderknowledg base
for decisionmaking Few leaders do evdahing well or know everyfacet about an issue
or situation. Leaderswho recogize and accept their personal limitations open
themselves up to a wealth of informationpesence, and support from otherSecond,
humility reeffirms trust by giving credit whee credit is due By recognizing othe’s
capabilities and contributions, leadersbuild a firm foundation of trust.Lieutenant
GeneralPatrick Caruana,Vice Commander of Ar Force $ace @mmand shates, “l have
over time developed a clear understandaigny strenghs and weaknessesWherel
have a weaknessnill get an exert or someonedan bounce mideas off to ensurthat
the decisiond makearethe bestpossible . . .Do not hesitateto usethe adviceof people
in al grades.... Once they redlize tha you trust then, they will do thar utmost to
provideyou with thevery best judgnent if you will ask.”* Humility, the second aspect of
integity, enhances leadership Ipyoviding a broader foundation for decisianaking
strengthened by trust.

Integity is at the forefront of characterntegity, exemplified throudh honorable
behavior, honesty and humility, enhances leadership effectiveness and builds trust.
Warren Bennis, author ofOn Becoming A Leadeamply sums up this point smg,
“Integrity is thebasis oftrust, which is not 8 mud an ingredient of leadership & it is a
product. It is the one qualitghat cannot be acquired, but must be earried given by
co-workers and followers, and without it, the leader can't function.”

The second pillar of character in leadership is a selfless nature—the nalistg
subordinate self-interests in favor of ee@ter cause.Selflessness enhancksdership

effectiveness ad builds trust. Leaders demonstrae thar sdflessnes throudh ther

13



exercise of moral and pkical courag. General dhn M. Shalikashvili, Chairman dfie
Joint Chiefs of Stdf, defines mord courage as a“. . . willingness to stad up for whawe
believe is rignt even if that stand is unpopular or contrémyconventionalwisdom.”®
Leadersexercise moral couragwhen theychoose the harder hginstead of the easier
wrong GeneralMatthewB. Ridgway, recalls an instance duringorld War Il when he
opposed plans for militaryaction that could have put his 82nd Airborne Division
unneessaily in “harm’s way.” Herecdls: “When thetime comes thd | must met my
Maker, the source of most humble pride to me will maccomplishments battle,but
the fact that | was giided to make the decision to oppose this plan, at the risk of my
careerright up © the Theatr Commander.” General Ridgway epitomized séflessnas

by exercisingthe moral courag to speak up and protect his troops.selfless nature,
exhibited through moral coura@, enhanceseldersip effecivenessby strenghening
trust. Superiors, peers, and subordinates reizegthe leader'sommitmento “doing the
right thing.”

Another aspectf seflessnessd physical courag. According to GeneralCharles C.
Krulak, Commandant of the Marine Corps, moral coareg“inexricably linked” with
physical courag@® Physical courag is a willingiess to incur damg when necessary
Leaders rast possess plsjcal courag for wo distinct reasons. First, leaders needt
gain afuller pespective of the problam, situdion or bdtle a& hand by leading fromthe
“tip of the spear,” nofrom the rear.Leaderswith physical courage make this a habt, not
the exeption, and lead more effectivelyith greater knowledg® Second, ptsical
courage empowerdeaders with a willingess to facergater dangr than subordinates.

This fosters trust—subordinates knoauyset the exmple and won't ask them to a take a

14



risk you wouldn’t take gurself. This is equallyimportant inpeacetimeasit is in the
batlefield.’® Together, the increased knowleslgand trust gned from exercising
physical courage enhances leadership.

General'Chuck” Horner sura up he vale of a sdless charaer o leadersip. The
General advises, “You mukeselfless . . .Oncethey(your people)trustyour motivation
and know pu have their interests and the missiiost and foremostin your mind, they
will give endlessly of ther initiative and tdents.”™ The potential benefits of ekcising
moral and physical courage far outwei@y anypersonal risk and reflect a selflessness of
character essential to effective leadership.

Passion is thethird and find pillar of character and contributes to both enhandng
leadership and solidifgg trust. Passion in leadership embodiéso principles—
enthusiam and commitment. Enthusiam can be ddined & a zealousnas or fevor for
the task at hand, and is at the heart ofaargcessfubndeavor.EmoryFolmar,the Mayor
of Montgomery, Alabama, once said, “Noogd thingeverhappenswvithout enthusiasm.
Evey follower takes thear lead from the level of intensity of ther leaders . . .and leaders
need ¢ approach everndecsion as he cheedader spurng their followers onto
success?® Enthusiasmis contagous! When subordinates see the boss'sitexment,
they develop an enthusiatic, winning and optimisticatitude™ The kader wih passin
maintains an optimistic and positive outlook on Hiiation, inspiring hopewhere it
appears none &ts!* When hope spring eternal, the leader's job is easier—
subordinates are motivated!

Commitmentthe secondaspecbf passion, is a wholehearted dedication to achieving

objectives. GeneralH. Norman Schwatkopf contends, “..you are almost serving
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cause.It almostbecomes crusade. . . Leadership is not a professiobeadership is not
an occupation.Leadership is a callingnd requires apecialkind of dedicationa special
kind of belief.™ Since the beginning of time, wha has se effective leaders apart from

the rest of thepack has been thar unique paspetive—thar commitment to achieving
difficult goals or to stickingwith tasks longafter theybecome mundane or boririg
others. This dedication enhances leadershipréaffirming trust. Leadersdemonstrate
thar commitment to soméhing greater than themsdves—ther people and thar
responsibilities. Passionatéeadershipreflected in the enthusiastic and dedicated efforts
of leaders, often means the difference between success and failure.

Characteris the cornerstonefor leadership. Integity—the leader’'s honorable
behavior, honestyand humility selflessness—excised throuly moral and phsical
courage; and passion—realized in enthusiasm and commitmeat dause,are three
pillars of daacter tha ddine leades, build trust, ad improve thar leadership
effectiveness. Genaa Shdikashvili captures theimportance of character to leadership by
sayng, “Someone once said that men ehigis areadmired,men of wealthare envied,
men of power are feared, but omhen of character are trusted/ithout trust, yu cannot

lead.®

Case Study: The Batangan Peninsula

The location was South Vietnam, thet&cgan Peninsula, in ear970. Lieutenant
Colonel H. Norman &warzopf had recentlyassumedcommandof First Battalion,
Sixth Infantry. Schwarkopf had just increased the sipf his patrol unitsfrom the

standardb-8 troopsto 15-20 troops in order to tackle a lack ofhitng spirit stemming
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from morde problans (dueto theprevious lack of batalion leadership). His intent was
to bolste the fighting confidence and spirit in a unit suffering from a “. . . shortge of
capabé junior officers and NOs, and our draes’ reluctanceto fight”*’ Shortly
thereafer, the brgade comander, Wlonel Joe Genons, a decoratl Korean War and
Vietnam veteran,and the Assistant Division Commander, an unnamedecal, paid a
visit to Schwarkopf's unit. The general, concerned about the low Viet CdM{) “body
counts” from the 6th, was intent on devisimgneans to increase iSchwarkopf’s unit
had been meticuloushjhonest in reportingan actual number of VC Kkilled instead of
inflating the reports. The general demanded that Schwkopf increase VC bodgounts
with more frequent enemy contact or engagements by splitting his forees into two- and
three-man groups. Schwarzkopf recounts:

| explained that 'd just found it necessany increasethe siz of our
patrols. “Sir if you send these men out two- or three-mangroups,
theyll be scaredio deathand won't fight. On top of that, verjew know
how © read a rap. Theywon't be abé to tell us wheretieyare,andwe
won't be able to fire our artillery without endangering our own men.”

This madethe generalfurious: “Well, that just sounds like a leadership
problem to me! Obviously you need toexercisefirmer control over the
men in this battalion.”

Stung | wason the brink of sang, “General, Tm sorry but | cannot obey
your order.” Luckily, Je Clemons stepped in and saitBir,
SchwarZopf’'s analysis is absoltely correct What you're sugesting
would not be a wise course of action."The gneral stormed out of the
bunker, too angry to speak.

If Clemons hadn’t interposed himselfyy career migt have ended on the
spot. The general was just vindictive enougy to say “That's
insubordination.Since yu refuse to follow myrders, pu are relieveaf
your command.”Instead, Clemons took the heé#twas the rigt thingto
do - a commander sticks up for his subordinates wherr¢heght - yet it
required tremendous moral courage.
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The gneral moved to a different assigent the following week, but
because of that incident and others where Clemons hadwgidotiim, he
wrote an efficiency report that he had to know would effectivelyin
Clemons’ careel’

Colonel Clemons was not promoted to bdgr gneral andretired. This situation
demonstrates several aspects of character and leadesidpargd bad The general, was
a leaderwho couldn’t take advice or honest feedback from subordinates. This lack of
humility could have fostered an environment whaubordinatdeaders;‘looking out for
their own hides”andcareers, would blindlgxecute irresponsible orders possildgding
to unnecessarpss of human life, violatintheir responsibilityfor ensuringhewelfareof
the their people. Contrast this environment with the one General Ge@gMarshall,
Chief of Staff of the United States Armfyom 1939 to 1945 createdMarshall actively
sought the dissentingopinions of his subordinatesdemandinghonest opinions and
feedback. “He did not want gs men.*® Geneal Marshdl showead humility throuch
deferencdo other'sopinions,ideas, and contributiondde put himself and others in the
correct perspective and was willing accept criticism and ideas framthers,especially
subordinates.

Lieutenant Colonel Schwa&mapf was a selfless, honest leader who balanasdion
effectivenessvith thewelfareand lives of his menln addition to his meticulous honesty
in reportingaccurate VC bodgounts, he also had the moral cowag oppose a much
seniorofficer whose order would have enda&ngd his troopsColonel Clemons also was
a selflessleader concernedwith the lives of the troops and the future of his own
subordinate battalion commandete intervened and “stood up for what waght” while

keenly sensing the death knell about to fall on his distinguished Army career.
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Despitethis career endingetback, Colonelog Clemons could unquestionalipk
at himséf in the mirror, wntent with his &tions. His chaacter revealed two pillars of
characer—integrity and selessnes$? In doingso, he was faithful to his subordinates,
saved lives, and preserved the career of the manwehitd lead our forcesto victory in
Desert Storm. As one reflects on Colonel Clemons, a national hero who then
Distinguished Service Cross in the Korean WarattlB of Pork Chop Hill, oneansee
his greatestcontibution to the Army may have been Biexanple he sefor future keaders

through his character.
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Chapter 4

Resiliency in Leadership Alleviates the Irpact of Adversity,
Combats Chaos, and Fosters Flexibility

Successful leaders don'’t fall apart in the faxdeadversity falter when disruptions
arise, or fal to adgpt when change is necessay. Instead, these are the times thd true
leaderdake the “reins” and showtheir worth. It is during these ctical moments their
followers needherr direcion the nost The kader whos awareandpreparedo facea
continuouslychallengng, ever-chanipg, and often uncertaienvironmenthasdeveloped
a resilient attitude—one that enables them to withstand the trials and tribulations that
befall thosein authority. Resiliency in leadership, seves at least three purpose. It
enabés leadersto withstand adverstly, keep focused dumg chaoic situaions, and
provides the flexibility needed to handle change. Thus amed, leaders possss avauable
tool for use in their efforts to remain responsive and decisive, even dhengost
difficult situations.

Facing adversity is dl too common achdlenge in leadership. Resiliency contributes
to theleade’s ability to handle adversity in & least two ways—by providingthe stanina
to endure toug times and the durabilityp be persistentFirst, leadersbecomeresilient
by developingand dependingn stamina that will help them enduliée’s troubles

without faltering In Shakespeareldamlet the melancholypane contemplated suicide
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instead of facinghe challengs of life and questioned, “héther ‘tis nobler in thenind
to suffer the sling and arrows of outragus fortune, or tdake armsagainsta seaof
troubles, and bppposingend them?* Like this classical hero, successful leaders choose
the second, more “nobler” option and devedogeterminedandfocusedconstitutionthat
enables them to see even the most difficult tasks thremdruition. In his book, On
Leadership, dhn Gardner lists plsjcal vitality and stamina as primamttributes of
leadershp.? Gardnerassers tatin addtion © his exraordnary gifts as a sategist and
tactician, dlius Caesar’'s eneygand endurance were equallgmarkable and major
contributors to his succe3sStamina provides leaders with the resiliency to ¢ theextra
mile and be knocked down without beikgocked out. Resiliencgrovides stabilityin
leadership during adversity and results from leders strengthening themsdves in advance
of anticipated trials.

Persistencén the face of adversityis the second benefit of resilienty leadership.
Whentroubles arise, true leaders remember that success is a continual process and failure
isn't necessaily final. Wha méakes the difference in leadership is railiency—the
persistenceao “keep on keepingon.” According to Kenneth Banchard and Norman
VincentPeak, in The Power of Ethical Managememtothingis more important than
persistenceThe authors conclude that above talergnigs and education, “Persistence
and determination alone are omnipoteht.Facing trials and tribulaions will either
disable or develop leaders, and will affect thar ability to dfectively guide thoseentrustel
into thar care. The duraility achieved throudn pesistance enables leaders to withstand
criticism and recover from failurdt also prevents them from witheringderpressureas

theylead others towards a common objective.their book Military Misfortunes, Eliot
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Cohen and chn Gooch conclude that “failure and success often walk sidédby®
During the Yom Kippur Wr, the writers recount, “Theamelsraeli officers corpsthat,
throudh its unwarranted self-confidence, paved the i@ythe surprise of October 6
achieveddazling operational success ontwo weeks later® Caught compleely off-
guad by an Arab attack, theinternaiond embarassmet resulting from ther opeationd
fiasco could have shatered the Isragli military’s confidence. Insted, the strength and
resolveof Israel's leadership enabled them to regp and recover—ultimatelgesulting
in a victory tha far oveashalowed the ineptness tha led to ther earlier fallure.
Persistenceis what separats leaders fronthe restof the pack ashiey resolle © never
quit striving to reach their gals or fulfill their missions. Adversity has a way of
knockingleaders off track.Resiliencyprovidesthe staminaand persistenceequiredto
ensure leadership remains steady even under the most strenuous situations.

Not only does resiliencgnable leaders to endure adversitylso prepares them to
work through chaoic situaions. Chaos presestthree chdkenges for badersip—first,
they must anticipate and be prepared fosé@cond)eadersmustremainfocusedto work
throudh it; third, thg must reognizeits bendfits. Pary Smith,author of Taking Charge
states, “No matter how wel a leader phns, antipaes probéms, and reastin normsl

nl

day-to-day activity, crises will occur. Resilient leaders heed the philosopliif

anything can go wrong it will,”

with insightful anticipation insted of pessimistic
forebodingof potentialproblems. They answer the question—are leaders made in battle
or ae trueleades prgaed for batle? Oneof the earliest military straegists, Carl Von

Clausewitz introduced the concepts dffog” and “friction” in his book,On War, in an

attempt to explain the potential uncertainty and @nfusion tha can arise in batle.
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Friction, Clausewitzdeduces, is the force that makes #pparentlyeasyso difficult.
Fog, on the other hand, results from those thitigat cancloud (either literally or
figurdively) the leade’s vision or decision m&ing ability on thefield of batle.® It's
importantto realize, however,that any environment in which leaders are called upon to
save can bea “batlefield” for than—with the possibility of chaos ever present. From

the tanker aircraft commanderto the doctor in surgry, the maintenance production
supevisor, or theordaly room dief, the potential for calamity looms nerby threatening

to strikewhen least expected or desired. Leaders who reognize theinevitability of chaos
take the first step in the fight to combat it.

Being aware and preaed for handling cheotic situdions is onlyhdf the batle.
Amid the “fog’ of confusion ad the“friction” of cheos, resilient leadership (revealed
throudh ool and mllective resolve is theingredient tha ensures followers stay focused,
forthright, and calm in the quest to achieve the missiorDonald Phillips, author of
Lincoln on Leadershiplists one of President Abrahamntoln’s principles:“Take
advantag of confusion, desperation, and angy to eercise strongleadership®
Certainly the advce of one of Amarica’s geaest leaders has equaherit today As
problems arise, resilient leaders weather the storm and a®wagound obstacles
requiring alternative courses of actionMost appropriate for these situatiorsse the
wordspennal by Rudyard Kipling. In his fanous poe, “If,” Kipling stresses resiliency
as somethingo strive for and advises,f'you cankeepyour headwhenall aboutyou are
losingtheirs and blaming on you. If you cantrustyourselfwhenall mendoubtyou and

il

make allowancesfor their doubting too... you'll be a man, myson. The poet

concludes that resiliendg essential to reachingaturity Not only must leaders face

25



calamity and unertainty, they may dso find thensdves at the center of thestorm with &l
eyeson them. How theyhandle these tumultuous situations (or worse, collapse under the
pressure)will affect their leadershipeffectiveness in the future.Subordinates and
superiors alike, will longpemember how leaders react to trialEffective leadership
requires that leaders keep their focus—even during the most chaotic situations.

One fnal aspecif chaos oftn escapesshders—he benets of chaos @ leadersip.
Warren Bennis in,On Becoming A.eader contends haps @n seve a positive purpose
for leaders.He states, “Chaos is all around us now, but the leader knows thatstz®s
begnning not the end.Chaos is thesourceof eneryy and momentum.*? A resilient
nature helps leaders remain unflappable duringcrises. It prepares them for the
inevitability of change, the “fog’ and “friction” of life, and hdps then rise to the
challengesinherent in chaos with cool heads and responsive determin&esmis offers
sage advice for hose who rastlead hrough adverdly and chang by affirming, “Leaders
learn byleadng, and hey learn besty leading in the face of obsicles. As weaher
shapes mountains, so problems make lead&r<Chaos is never sobor desired, but
often saves to refine leadership skills. Leaders need to t&ke advantage of theinevitable.
Unexpected calamityand confusion often result in wordtoppags and leave people
floundering crying out for giidance. It is duringthese chaotic timabatresilientleaders
serve their purpose best bgingprepared for the uneected, stapg focusedandseeing
the benefits in the most troubling situations.

The key to sucessful leadership duringadversity and chaos is flexibility —the rea
catalyst in developing resiliency. Hexibility gives resiliency two key propeties to ad

leaders—thability to bounceback and recover from troubles and thditggto quickly
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shift directions whe change is needed. Flexibility in leadershipis like an automobilés
shock absorbers—it enables leaders to enduréntphact of life’s disturbancesvithout
jarring them off course. Flexibility allows leaders to “bounce back up” after being
knocked down byadversity Patricia Sellers, a writer fdfortune magzine, indicates
that manyleaders from all walks dife haveexperiencedcardshipsandrecovered.In her
article “What's So Good Aboutdture?” she describeshe “mastersof resiliency as
thosewho believe in themselves and concludes, “Resilient people knowctrayot
control their world. The most successful view failure likeiberty awkward,
unconfortable, but a ransforning experiencethat precedeamaturity.”'* Resiliency in
leadership enables leaders to absorb “shock” and maintain their direction.

Flexibility in leadership is &so like a coiled sn&e—it gives leaders the ability to
respondto challengs with quick and decisive action.John Gardner higlights the
adaptability and flexibility of the greatest military figure in moden Turkish history
Kemal Ataturk, in his boolOn Leadership Gardnerstates,”. . . he could shift swiftly
andwithout secondthoudt from a failingtactic to another approach, and if that did not
work, to still anothe. Whethe the field of action was war or diplomacy or domestic
governancehe rarely clung stubbornlyto an approach that was not produchegults.
His goals were stable but his tactics fleke.”*> Implicit in this aspect of flexibility, is
anticipation of chang and the preparation for uncertaintyy developingreasonable
alternatives. This proactive planningleads to developinglternative courses of action,
recalling previous lessonsand experiences, and branstormingpotential scenarios for the
future Pder Swatz, in The Art of the Long Vievsugests thatin order for €adersd act

with confidence, theynust willingy look to the uncertaintgf the future. Whenleaders
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fail to look ahead,Swartz concludes, “theycreate blind spots for themselve$.” Left
unchecked, these blind spots can be potential sources of avdidalis or preventable
problans tha may cause unneessay hadships forleaders. Resiliency implies tha
leaders will reman poisal for ection throudn proative development of dternatives tha
will see them throudh adversity. Flexibility is theingredient in resiliency that enables
leaders to “rebound” from hardships and remain poised for action awtériety of
alternatives.

Raher than bang a mee premise resiliency in leadership is relly apostureit relies
moreon leade’s dtitudes than ther aptitude and reguires & mud fortitude as it does

foresight. A leade’s resilient naure minimizes the impact of adversity, enables clear

thinking during chaotic situations, and provides fileikty to maneuver around obstacles.

Resiliency does not m&e a leader a supehero—“able to leap tdl buildings in a sinde
bound.” However, duringvery difficult times, it gves leaders the ability bend without
breakingor to rise up after falling Resiliencyenableseadersto face challengs with
deermination and stdwart vitality inspiring followers to levels of peformance higher

than they ever dreamed.

Case Study: General Ulysses S. Grant in the Civil War

In the annals ofrgat American leaders, one conspicuowstinds as a testameant
steadfastnesand pure determination—Wges S. Grarf. According to Tayor and
Rosenbach in their booMilitary Leadership: In Pursuit of Excellence many of

Americas great military leades hal few outwad qudities or phgica maks of

greatness, and some even nieve been overlooked because of failures earlier in life.
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Ulysses S. Grant was one of these leaders who, fbnbis inner qualitiesand personal
strength, might never have received his due recognition.

Prior to seving in themilitary, Grant hal faled miseably and experienced numeous
set backs. Taylor and Rosenbach state, “Had Grant spent time broamieg his own
civilian falures, hewould have been struk with adisordely camp and would never have
gotten out of llinois.”*® Short and stockin stature, he did not reflect tp@ysicalimage
of a geat leader. However, subordinates saw him agersonwho led “not less by
personal couragthan bypatient workin their interest.*® Grant was semingly full of
human short-@mings, from his unimpressive gppearance and ordory skills to his lak of
a whathe ermed a “sense of deay,” a personapropendly for “greaness.?’ In fact,
althoudh loved and admired bgo manyof his subordinates (Shermahogan, and
Rawlinsto name a few), he often mused that neither th@yhis peers ever discovered
his failure to fully masterthe studyof tactics. On the other hand, he was a simple man,
easyto understand, approachable, and (althostwbborn) alwayhada listeningearfor
subordinate$

Taylor and Rsenbachecordthatwhile Grantneveradheredbstnatly to executng
a plan, nothing could makehim give up theidea behind it. In his finest moments, “..it
was sweat, rather than inspiration, ded) perseverance, rather than the aafr@ower,
that made the hourrgat.®® During his first real action at the lesskmown battle of
Belmont, Grant showel little to rdlect his compdency as a straegist or tactician.
However, & the closeof bdtle, hewas thelast man to leave thefield, riskinghis life to
ensure that none of his men were left befih@his act of bravergnd steadfastnesson

became synonymous with his name.
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Later at Fort Donelson,he arrived at the battle to find his forces on the \ergf
defeat. Blamingno onefor the calamity and without hesitation, he decided toaaga
key field and personallyled his men in a chamaginst the enemy He not only
reestablished control and order purély his presence, bytrovided direction for his
followers & well.?* While the union soldies wee initially overcome by chaos @usel
from the“fog’ and “friction” of the batle field, Grant’s resiliency, redlized in his staility
and focused obgrive, was he keyelement which enabéd themto snath victory from
the hands of déeat. Quick thinking and deisive action facilitated the development of a
flexible alternative plan that ultimately provided the victory.

The Union Armywas on the vergof defeat aBhiloh,whenaninjuredandhobbling
Grant confrontael amob of paic-stricken strayglers a he gpproahed the batlefield. He
re-ignited thar confidence and led them back to the batlefield—gving ordes to al he
came in conactwith?®> Taking charge of a seeminy hopeless situation, he ultimately
converteddefeatinto a decisive victoryproving once agin that leadership is best
exhibited when nost needed. Certainly Grants actons atShiloh exenplify the highest
levels of a leader’s self-sacrifice, endurance, emafidencerequiredto spur distracted
and sef-defeaed followers b new heghts. Courag and confience are coagous!
Resilient leaders bdieve not onlyin thansdves, but in theabilities of thosethey lead
with resolute determination.

At Richmond, Grant took time for reflectioon the evening following hisfirst
saious déeat from theConfaderacy led by General Robet E. Lee. After similar defeats,
al of his predecessors hd decided to rdreat to sde distances from thebatle front. But

on this occasion, the defeated arrfgund the road to retreat blocked the phyically
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unimpressve, but always steadfast characer of Grant The shge, formidabk,
impression sent a resoundingessag to the entire Army-they knew for thefirst time
theyhada man theycould follow into victory?® This find illustration on theleadership
of Grant best describes his resolve not to be defeatedldigat on or off of the
battlefield. Recogizing that one failure wasn’t necessartlye last word on the war,
Grant eventually led his troops back to Richmond and ultimately to victory.

According to Tayor and Rsenbach, Grantwas the essence ofhe spirit that
moderns call ‘seeinghe show throug.”?’ What better testament could be made of a
leader? Throudh his leedership, Grat exhibited his dility to think throudp dhaos,
initiate flexible responsesto changng scenarios, and withstand the most adverse
situations. This is the picture of a trulsesilient leader—one dedicated to tlualg ofhis

country and those he led into battle.
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Chapter 5

Leaders Build and Rely on Multifaceted Internal and External
Relationships

Relationshipgrovide the contexin which leadership occursSuccessful leadership
grows from the ability to build and mantain effective rdationships with sup@ors,
subordinatesandpeers. In addition, leadership benefits byicouragg and emphasizing
relationshipbuilding as “a way of doing business” within the ospization. Emory
Folmar, the dynamic Mayr of Montgomery Alabama, once remarked,f “ho one’s
following, you're not leading® Although humorous, thisimple insight providesa
resoundingnessag for leaders—Ileadership never reabgcurs in a vacuumPeopleare
always involved and effective leadersiide followerstowardsgoalsthrough established
relationshps. No leader can afforcbtisolate thenseles fromthose heywork for, hose
who work for them, or other leaders around them.

An effective relationship with oné& supeior is essaitid to suaessful leadership
becausehte “boss” emowers he keader. The abbrity to lead, n fact cones from the
superor. Once phced n a kaderslip role, it is important to buid andmaintain a strong
working relationship with superiors—a relationship built uppfoundationof mutual
trust. Leaders develop and mantain thdr supeior’s trust inat least two ways—by being

honest with their bosses and by maintaining a reputation for reliability.
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Honestcommunicationbuilds trust. The leader must be candid with superiors—
keeping the boss informed regardless of circumstances.Good leaders don’'t hide
problans or oncerns from supeors, thg devate than immeliately, openly sesking
assstanceandguidancewhennecessaryLeaders who are gttantto bring the boss bad
news, fail to take advantag of the superior's eperience, wisdom, and counsel.
Likewise, leaders need to consistemigss god news up to superiorg.his combination
of good and bad news keeps the boss informed, enables them tth&edpger on the
pulse of the orgnization, and serves to strethgnthe bondsof trust betweenthe leader
and the superior.

Consistacy in peformance establishes reliability. The leader who enthusiastically
accomplishes missions and tasks in a timahyg accuratemanner,substantiatesheir
reliability in the eyes of thar supeiors. Supeiors trust peple who onsistatly prove
their worth by comingthroud in the clutch.However, leaders who prove unreliable risk
the potential for micro-managg from above. No unit can serve two masters. Thus,
effective leadershipis dependenupon the trustingelationship between the leader and
superior—one built upon honesty and reliability.

Equdly important to sucessful leadership ae the relationshipsleaders fosta with
their subordinates. There are three keyto establishinggood relationships with
subordinates—caringcommunication, and consistencyFirst, leaderscare for their
peopk by creaing an amosphere of mtual trust and respectvhere evergne s treaed
with dignity. People are more are gpt to follow when they bdieve thdr wefare is
important to theleader. Genera Shdikashvili, Charman of the Joint Chids of Stdf,

identifies this @ring for people as oneof his ‘three pillars of leadership.” The Generd
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staed, “...hand in hand with dharacter, with this inne strength tha the soldie's will want
to see, thewill also want to know and sdéat you really carefor them, that you will
sacrifice for them, tha you simplyenjoy beng with them.”? This atitude implies mud
more than simplycaringfor the immediate plsjcal needs othe organization. Leaders
must have a sincere interest for the concedesjres,and motivationsof subordinates
and their families. Most people will work at their higest level for a leader thégnow
really cares about them.

The second aspect of buildingtrong relationships with subordinateslies in
communication. The Army’s manualon leadership, M 22-100, states, “Wat and how
you communicateeitherbuilds or harms the stretig of the relationship betweey and
your soldiers. In a healthyrelationship between people, there are bondsuttialtrust,
respect, confidence, and understandihg Effective leadership involves effective
communication—and it's a two-wastreet. Stephen Coveyecommends that thieest
way for a leaderto maxmize the communication process it to, “Seek first to understand
beforebeing understood. . ”* This means that leaders who trulant to know what
their people believe and think, must simply listen!

Thefinal aspecto establishinga good relationship with subordinates is consistency
From a subordinate’s perspective, consistemeyns that the leaderpsedictable. From
the leader’s point of view, it implies beingurself. General “Chuck” Horner,former
Commander, US Space Command, captures this sentiment:

My advice to yungcommanders was alwape yourself . . . If your stye
is to be a nice person, be a nice personlf you areagrump,beagrump,
people don’t mind.The thingsubordinates can’t handie a bosswho is

Mr. Nice Guy one dayand Mr. Tou@p Guy the nex. They need
consistencyn their leader, thewill accommodate to his personaliymd
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actaccordindy unless theyave to gess who thewill be dealingwith on
any given day.

Leaderswho are consistentin their behavior and actions provide subordinates a
stable and pralictable amosphee in which to work. By simply being themsdves, leaders
allow their subordinatesthe opportunity to really get to know them and become
contortable with their leaderstp siyle. Leaderseéad peom. Therefore, lhe keader mist
developeffective relationshipswith people to gt the job done. Effective leadership,
then, hings on relationships that are built uparare for subordinates,clear
communication, and consistengy behavior and actionsThesethreethings maxmize
the relationship between the leader and subordinate.

Additiondly, leaders foste persona relationships outsidehdr immediate circle of
influence to broaden hoons, @n support, or share pertise and gxerience.This peer-
to-peerinterchang serves at least two purposdsrst, it provides a supportaup readily
accessible to the leaderAccording to Bennis, “Groups, aherings of friends or
associatessometimessimply sustainand encourag their members, as with old school
friends, armybuddies, and business pals.The second benefit reatid byestablishing
these oudide conacts, is that they provide a resourcefulforum for exchangng ideas,
brainstorming, and for getting assistance when needed—networking.

The benefits of networkinghould not onlye restricted to the bosteadershould
encourgye thar people to sek out and establish simila contacts with thar peers as well.
This strenthens the entire oegization with a multiplicity of insight, support,and

potential availability of resoures—tappel into bythe joint efforts of dl. Theresult is a
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dynamicorganization with multifaceted relationships at all levels within, anteexal to,
the unit.

Inherent in all relations, should be the desire for leaders to creataosig and
synergistic relationships. Tha is, aeating mutudly beneficia ties whee combinel
efforts resul in a geatr outome than shgular contibutons—he whole is greaer than
the sum of its pets.” In Taking Charge: A Practical Guide for LeadersPary Smith
summaizes the importance of leaders fosteing reationships adl levels. According to
Smith, it is important for leaders:

... hotonly to know their people and their missions well, to plan carefully
and to managthe solution of problems within the @gzation, but also to
reachout to otherorganizations, to higher headquarters, to sister units, to
the outside community and to institutions whie hare important

interactionswith the organization. A leader should spend a considerable
amount of time building bridgés.

Wise leaders not onlgmbrace this wjdance on a persond¢vel, but multiply the

potential dividends by encouraging their people to do the same.

Case Study: General George C. Marshall

When people think of geat military leaders, nanes like Lee, Grant, Pashing and,
Patton come to mind easily—great captains of war who led men to victarg the
battlefield. Puryear, in his boolNineteen Statsstates that General GeerG. Marshall
never held a combat commane kiis abilities and leadership as the Chief of Stathe
US Army during World Wa 1l causel President Hary S. Truman to sa, “Millions of
Americans gve their countryoutstandingservice. General of the ArmyGeorg C.
Marshall gve it victory”® Marshdl's greatness wa not on thebatlefield, raher, his

greaestvictories would be behind the scenes, dhe tbles where geat canpaigns were
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conceived. How did heget to tha point? Wha dlowed him to ma&imize the tdents of
thosearoundhim in the staff environmentMarshall’s genius layin his abilityto relate

to people—those who worked for him and those he worked for—and to inspire those
around him. His lifetime of “altruism, patience, and dedicatith’served as hie
foundationfor the outstandingkills in relationship buildindie developed and empky

to attain unparalleled success as a staff officer. Marshall believed “that leadership in
conference...is a important & on the batlefield.”** General Marshall understood how
important effecive rektionshps were ¢ leadng a saff to success. His careerhad
leadership experiences tha pointed him to thekey pillars of dfective relationships: trust,
honest communication, and, treating others with dignity.

In 1933, then Colonel Marshall reported to thi@dis National Guard for dutl? He
was senthere bythe War Departnent becausé¢he Guard’sconmanderhadaskedfor the
“top mlond in the Army”*® to help bringup the unit’s drearjevel of proficiency The
commanderMajor General RoyD. Keehn was a lavey and felt unprepared for the task
at hand. Marshall arrived on the scergjickly assessethe problems—pooattendance,
inadequat training, inconpetent officers, and eneralindifference—and receed “carte
blanché authorityto improve the trainirigoy General Keehfi* Keehn hal implicit trust
in Marshdl’s ability and alowed him the freedom of movenent needed to t&ke the
required action to bringhe unit’'s trainingon line. Success was at hand in justew
months. Marshal’s handing of the buchy situaion was wdl receved anong Guard
circles and paits  the mportance he pced orrelating to those whom he disciplined.
Puryear states that the guard members viewed Marshal as, “. . . patent and even-

tempered regrdless of provocations, he was alwayailable for counsel with arperson
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who had a problem.His professional knowledgof everyhing pertainingto soldiering
won for him the confidence and respect of all officers and rffetarshall’s leadership
was successfubecause he earned bahe comnmander’'s and lte nen’s trust This

mutual trust facilitated the acceptance of the sweepittigoudh needed, chameg in the

unit’s training programs.

In 1936, then Brigadier General Marshall gined command of the 5thnfantry
Brigade at Vancouver, Washitog. An incident occurredhatillustrateshis commitment
to honest communicatioas a keyto affective relationships anéadership.His duties
there included bang the District Commande of the Civilian Consevation Corpscamps
for the northwestUnited Sates. There was raail unrestwithin the canps and General
Marshall was approachedoy a goup of black men, who had rebelledaatst their
officers, and asked him to hear their complaintd4arshall delivers to them an honest
rebuke, but also a sincere and truthful message of respect, honor, and justice:

You aredeepy concerned, even wrobgup © violence, becauseoy feel
you have been discriminatedaigst on account ofour color. As your
district commander, let me telloy how verywrong you were to take
matters into gur own hands.l will have none of this fye ofaction. As |
standbeforeyou here,l do not see the pigentation of pur flesh. | try to
seethe menandtheir heartsunderneattihe flesh. It matters not to me if
you are white, black, red, gllow, or even blue. You have the rigt and
privilege of appealingo me when gu are disturbedand feel you cannot
carry onin anorma, disdplined mawne. You will be dedlt with as men,

not as membersof any paricular race. My decsion on yur appealwill
rest only on the merits of your case—not otherwise, | can assuré you.

This is 1936, in seggated America, and General Marshaliisnestyin relatingto an
angry group of black men, brings them to their feet to cheer his enlightened leatlership.
Findly, Geneal Marshdl’s skill in building relationships gew and fecilitated his

leadersip because he corsently treated others with dignityno mater wha the
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situation.Colonel Marshall was the Division Chief of Staff for the World Wakttle of
Cantiqny.*® This batle was astrdn on every unit's capability and somewere ordeaed
back to bdtle beore thar required rest timeended. As a conseuence, Marshdl was
approahed byavery angry Captan whoseunit was justre-ordeed to thefrontlines. This
officer bdligerently demandead to see the commanding officer. Marshal, politely and
quietly, took the enragd young captain aside and told him, “that his comp&ayg been
espeailly sekecied because ohe vial importance of hotling Cantigny, thathe wassure
his officers and men were equal to the task, and that action wastakamgto re-equip
his mmpayy immediately.”*® The acual officer, Captain Ransom deckres “From a siaff
officer of a different type, a young captain mipt have received a curt and abrupt
dismisséand left with afeeling of resentment. | left with a feeling of added pridein my
outfit, which | transmitted to my company when | returned. The morde of the officers
and men was restored and we went intatfigg that nidit a bettewnit thanwe hadever
been before®® Marshdl was aways concerned with mantaining the dignity of
subordinates.When he observed another officer sevefdhgssingdown” a subordinate
in public for a breach of dicipline, he pukd the officer asile and pnately told him,
“...you wee peafectly right in rgoprimanding tha man; but you weskened your position
by losingyour tampea. You must &o renembe tha theman is ax American citizen just
the same as you aré”

Marshdl’s legacy as a great military leader is not & the comba leader. He did not
win bétles, rather, his genius a the planning table would lead to winningthe war itsdf.
His is alegacy of outstandingeadership in the staff environment built upon a lifetime’s

experience of developingtrong respectful, and workingelationshipswith others.
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Marshall's lessonfor us is that effective leadership depends on ifaggrelationships
usingthree important ingdients: trust, honest communication, atréating othersvith

dignity.
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Chapter 6

Leadership Denands Accountability to Superiors, Peers and
Subordinates Alike

Certainly a leader’s accountabilitynplies responsibilit-a responsibilityto take
decisive action when necessaty know “what’s @ing on” anddiscovershortfallsbefore
they become problams, to deelop aeative solutions for bdlenges, and to @mplde
assighed tasks and missionswithin the time dlotted while still meeting established
standards for performanc@lost people view leadership accountabiiitith a focusonly
on the impacts of “meeting or “not meeting these clear-cut responsibilitiesWhile
theseresponsibilities are an important and imedgart of a leader’'s accountabilitihey
areonly onepartof a larger outlook. A leader’s accountabilitis broader and deeper—it
demands accountability not only to superiors, but also to peers and subordinates.

A leader’s accountabilityo superiors magound like familiar territory Everyleader
understandsthat superiors are the ones that “patuyon the back” when op're
accountable and theg often the source of wrath whemyre not accountable. This
certainlyimplies that leaders should alvegyrovide an accurate, compleiesessmerio
superiorsregarding their organization’s status, capabilityand potential to support the
mission of the greater organization. Beyond this common view, accountability

superiors also includes beitgpnest with them—telling themwhat they needto know
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instead of only telling them wha they want to her. Leaders must providesupeiors with
honest feedbaclespeciallyunsolicited feedbackSuperiors are human and liable to error
or miscalculation. They often need and seeleedbackin the form of constructive
criticism. For example, while leaders araccountablefor completing assiged
responsibilities, adequate support from superiors frequeragns thelifferencebetween
succes®r failure. If a superior isn’t supportingou with the resources or theigance
necessaryor mission success, oy must be frank and tell them sdlhroudh honest
interactionwith their superiors, leaders higght shortfalls in their superior’'s support
“from above” longbefore problems developA deepsenseof accountabilityto superiors

is a key part of leadership; however, it's just the beginning.

A leader’s accountabilitio peers is equallynportant to leadershipAs aleader,you
frequently rely on thedecisions ad commitments of your pexs. Likewise your pers
rely on thedecisions ad commitments you m&e. When you tdl peer leaders tha you
are @ing to do somethinghat contributes to their operation, theyll expectyou to
complete that action.Hence, pyu become accountable to peer& good example
involves a Navy carrier air wing During combat operations, the nine commanding
officers of he respedve fighter, atack, conmand and conbl, ant-subnarine, electronic
jamming squalrons often plan for combineal strike opeations aanst weél defended
overland targts. Each squadron depends upon the success of thesgthearongor the
effectiveness of these strikes and for mutual suppatéfenseagainstthe threatweapon
systems. If onesquadrorfails to accomplish their specific mission, the entire operation is
at risk. The commandingfficers are accountable to each other forabmbatreadiness

and training of their people and equipment.
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When you fulfill your accountabilityto peer leaders,op ggin their trust They
bdieve you when you s you will do soméhing and will commit to héping you in
return—quite possiblgoing out of their wayto help yu out when gu reallyneed it A
leader’saccountabilityto peersstrenghens the foundation of arpeer network. This
network gives a leader a wealth of potential support.

While a leader’'s accountabilitto peer leaders is important, perhaps the most
challengng aspectof a leader’s accountabilityis with subordinates. Leadership
accountabilitydown the chain of command, to subordinates, focuses on at least three
areas: holding them responsible for their actions, assessiagd correctingtheir
performance, and protecing therr morale and welare. First, leaders mst hold
subordinatesaccountablefor infractions of orgnizational rules, values, wdelines or
regulations. It is difficult for a leader to maintain this accountabilishen atop
performer with an exelent record nakes a mistake. However, leadersare also
accountable to their subordinatestimingfair and consistent with punishmen&eneral
W.L. Creech stated,

Leaders .. above all, do not countenance selectwvgorcemenbf rules
and standards.l know of no more ruinous pattor commanderghan

selectiveenforcemendf rules and standards. . . Excellent leadershave
very high standards and they enforce them without fear or favors.

Leaders are responsible for settengd communicatindpigh standards thadre also
achievable and relistic—moreimportantly, leaders mnsistatly enforce them.* The first
area of a leader’s accountability subordinates, holdinpem accountable ogshandin

hand with the second area—the leader’s honesty about subordinate performance.
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The second aspect of a leader’'s accountaltiitgubordinates ian obligation to
honestlyassess and, when necessaoyrect subordinate performandesaders do thiby
giving subordinatesa timely and accurate assessment of their performance, verbally
duringregular paformance feedback sessions, adin writing throudh formd peformance
documentatiod. When a leader provides honest feedback with corresponding
suggestions for improvement, subordinates start a climb back to the path to success.
However, if subordinates continualignore this feedbackhe leaderneedsthe moral
courag to take harshermeasures. Often more than a formal disciplinagction, a
leader’sresponsibilitymayinvolve movinga subordinate from their area of responsibility
and puttingthe ridht person in the jobWhile embarrassing tthe individual, the leader
knows that entire unit will continue to suffer if this sub-standard perfoigrieft in that
particular position. The leader protects the performanceotier subordinatesaand the
greater organization by relieving the sub-standard performer.

Thethird and last focus for a leader’s accountabildysubordinates is the protection
of subordinates’ morale and welfareeaders takergat care in how deeptheycommit
their people and assetsOver-commitment can result ireducedproductivity, low
morale, stressful family relationships, and increased accidents due to subordinates’
inattentionon the job. Leaders must continuoustgonitor the operational tempo and be
alert to possble negtive effecs. A delicae babnce exsts beween msson
accomplishment and the welfare of subordinatd$e leader isghe key personwho
influences the dege of commitmentA leader’'saccountabilityto subordinateslemands
thatthe leaderput subordinatavelfare,both in the short- and loAgrm, before their own

personal welfare or career.
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Accountabilityis critical to successful leadershipedders have the obéion to be
accountableo superiors, peers, and subordinatesadership demands accountabitity
superiorsthroudh honest feedback; to peers thrbugeepingcommitments; and to
subordinates byolding them accountable for their actions thrbugir and consistent
discipline, bygiving them honest and accurate feedbankperformanceandfinally by

protecting their welfare through a reasonable operations tempo.

Case Study: General Dallager and 52nd Fighter Wing

A dilemma unfolded in 1994 at the 52ndgiiter Wing (FW) at SpanglahlemAir
Basenear Btburg Germany® The problem bemn in 1990 shortlybefore the Persian
Gulf War. At thattime, United States Airdtces in Europe (USAE) had nearly60,000
active duty personneland the equivalent of elg fighter wings located at 27 different
bases.Over he nex three ars, forceeductonsloweredthesenumberssignificanty to
just over 32,000 active dutyersonnel, and just over two threefighter wings at six
major bases.During the same period, the demandsWBAFE increasedsignificantly.
From 1990 to 1994, USAFE units participated heavilyn OperationsPROVIDE
COMFORT, ®UTHERN WATCH, PROVIDE PFROMISE, DENY FUGHT, and
RESTORE HOPE.These responsibilities put a severe strain orathiee duty personnel
and their families stationed in Europe.

BrigadierGenerallohn R. Dallagr, Commander of the 52nddhter Wing, noticed a
significantincreasen the numberof problems plaging wing personnel.During 1994, he
notedinstances of child abuse increased 20 perceppuse abuse reports increased 9

percent, and alcohol abuse was up 11 perd8eneral Dallag attributed the increase in

46



family problens to stres @useal by long and repeated seaations. He notad tha the
active dutypersonnel from Spadghlem were depl@g on averagbetweenl50to 180
daysayear. Thewing god was to limit dgloyment rdated seaations to no moreghan
120 dag a year. There was also evidence that personnel were ledhingervice du&
family separations.Spouses indicated thdglt like sinde parents as a result of the long
deployments. General Dallagr concluded that withoummediateintervention the hectic
schedule would ultimately impact unit readiness.

Genera Dallager in coordinaion with thenew USAFE Commade, Genega James
Jamersondecidedto take bold action in October of 1994 pgrsonallybriefing Defense
SecretaryWilliam L. Perryon the situation. In a rare and unusual move, he publicly
reveakdtheseproblems (in the presence of an Assatad Ress repogr) in a brefing to
Secretary Pary duringhis visit to USAFE. He dso speifically named individuds within
his unit that were eeriencing problems, and providedtatistical evidenceshowing
increases of spouse abuse, alcohol abuse, and child abuse as described>abeval.
Dallager’s sense of accountabiligompelled him to openlgdmit a problem that officials
usualy would prefer © keep quet Secretiry Perry ageed with GeneralDallager’'s
conclusionsandresolvedto shift the burden across more units, includihg Guard and
Reserve.

If General Dallagg had not been accountable his subordinatesthe stresson
personnel could have manifested itself on the job, ultimatghacting hiswing's safety
and readinessLow morale and low wingeadiness could have led luss of life and
material resources from accidents and inattention. Clea@gneral Dallager

demonstrated accountabilityo both superiors and subordinates alike fyblicly
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revealingunsettlingfacts. He was brutallyhonest with his superiors aréld himself
accountable for the problems of his wiwile riskinghis own career for the welfaod
the wing. In addition, General Dallag demonstrated accountabilitp peer leaders.
Othea units depended on the 52 FW capabilities during deployments. They integrated
thar capabilities with Ganeral Dallager’s wing to aeate asynergetic, compositeopaation
during deploynents. Other wing epected the 52 \W to be proficient and safe and
General Dallag realizd he could not garantee that level of proficien@and safety
unless “he put his foot down.”

GeneralDallager demonstrated the full depth and breadth of accountabiliy
superiorssubordinatesand peer leaders alikéde recogized that he had to higjght the
problem and activelgot help in workingtowards a solutionHe wasthe key individual

who could take action.
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Civil War. He cites thetext of a letter tha Grant wroteto Sheman dter the war as,
“Throughoutthe war, you werealways on my mind. | knew that if lwere in trouble and
you were still alive, you would come to my assistance.”

% GeneralW. L. Creech,in Leadaship, Quotations from th#ilitary Tradition, ed.
Robert Fitton (Boulder, CO: Westview Press Inc., 1994)
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Notes

* Generallohn Michael Loh, “What it Takes to BA Commander,’Air Force Times
(17 October, 1994), 41In this article, Generaldh, the formeiCommandeof the Air
CombatCommand,reinforcesGeneral Creech’s point on fair and consistent discipline
sayng, “When one member of a unit flaunts discipline and directives tddtranentof
safeyy and msson accorplishment the conmander’s obigation and byaty must be to
the rest of the members of the unit—those who are dedicated and wioakdtg deliver
and support the unit's mission eveday ... Protectingthe few at the expense of
underminingthe manyis to misplace loglity andis a seriousbreachof the responsibility
of command.Our people deserve commanders who understand the difference.”

> Genga Billy Boles, Commadea of Air Eduation and Training Commad,
recently provided written gidance in a 28 Februarg996 letter to subordinate
commanders on accountabilityn his letter, General @esemphasizethatcommanders
must maintain a solid awareness of subordinate performance andhtistgccurately
evaluatesubordinate performance, theyust gve accurate performance feedback, and
finally theymust promote the rig people--those who meet the standards vice tvbse
fall short.

® GeneralDallager’s storyandthe facts surroundinthis situation, were taken from
Julie Bird’s Air Force Timesarticle: "A Time For Bold Tactics"in the 17 October 1994
issue, page 4.
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Chapter 7

The Law of Sowing and Reaping: Learning and Mentoring
Yield a Harvest of Personal Gowth and Organizational
Developnent

Inherent in the art of leadership isogth, bothpersonaland organizational. It
requiresmoving forward, improving changng, adjusting and just plain leadingthers
towards @gtting better at what theglo. Farmers understandrgwth. They know the
principle of sowing and reapng and whatthat means ¢ their crops. They start by
planting good seedin fertile soil and then beég a process of nurturinthat involves
providing water and nutrients.They know that before longan abundant harvest of
growth will occur. A similar relationship eists béween the leader and followe. The
difference § the “seeds” lie lkeader sows arthe processe®f learnng and mentoring.
The leader dso must plat thoseseeds in fetile soil and nurturethem continudly. The
harvest, personad and organizaiond growth, is reped a alater time. The leader, like the
farmer, cannot afford to let his fields lie untended or fall@Wat results ireithera small
harvest or none at all.

Why is learningso necessarto the artof leadership? Part of leadershipinvolves
supplyng direction to the oranization, no matter how bigr small it is, throuly goal
setting Leadership art requires a commitment to learrbegause it is essential the

leader make decisions based on current information and updated krnewdsggcially
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when phnnng to reach futire gpals. In short the leader must be “up to speed”
professionallyand have “real-time” knowledg so as toaccuratdy assess current
organizational performancerelative to desired future performanceThe fruits of the
leader’'s commitment to learnindoth professional competenapdfund of knowledg,
provides the basis for formulatingealistic gals, providing focused direction, and
realizing desired organizational goals.

John W. Gardner,in On Leadershipstates, “the notion that all the attributes of a
leader are innae is demonstrdly false ... Most of the capabilities tha enable an
outsianding leader 6 lead aredarned.* This is libeating to dl who lead todg, in
whatever position or rank, who feel inhibited or intimidatedhig/term “born leaderdnd
continually wonder if theyhave “the rifpt stuff.” The art of leadershipneedsand
demanddearningleadersvho continuallystrive to know more about themselves and who
wantto increaseheir personabreadthof knowledg and eperience. Can a leader ever
afford to stop learnifg Gardner points out that, “Dolag MacArthur’sstrategc and
tactical brilliance in World War Il was the product of a lifetime of studyd action.”
There are tree keypoints here: First, leaders reate the mportance of a personal
commitment to learningn effective leadership.Second, leaderactively put what they
learn into action.Finally, leaders gn insight and gowth from the lessontheylearnasa
result of that actionThe keyis: learning fadlitates growthin the art of leadaship. Air
Force doaine recogizes his. AFM 1-1, Volume II, Basic AerospaceDoctrine of the
United Stdes Air Force, stdes tha the “development of capabilities as an Air Force
professional lote not officer or non-commissioned officer, b{professional”) is

largely a matter of continuingpersonal application andighly motivated self-
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development.Everymember should have a personal commitmema&ethe fullest use
of training education, and @erience opportunities”A leader’s personal stugyrogam
focuses on readingbout what others think throm@pooks,journals,andperiodicals. This
is a key to developing intellectual fithess and expanding ones horizons.

World Wa Il British Feld Marshdl Montgomay, in The Path to Ladeship, stated
that learnng is a keyto effectve leadersip atall levels. He felt the successfuleader
must have “a thoroudh knowledg of his job, of his profession, as an absolute
prerequisite; and then a never-endatgdyto keep himself up to datéNlot only musthe

bea master of his trade; he must also be adpiegrning”*

The artof leaderslp hinges
onacommitment to learning. Leaders translae this @mmitment into apervasive dtitude
of learning of gleaningnew information, of stagg mentally active, and of increasing
their experiential base.

How then does the leade apply this dtitude of learning, this mmmitment to
excelenceasanindividual to the organization as a wh@? The answers throud the
proaess of mentoring Mentoring is a leadership atitude and atool tha dl leades &
every level of the organizaion can use It saves to institutiondize excellence within an
organization because ti heps all subordinates mamize their individual potential.
Mentoring is not e¢onyism nor is it protege-ism.” It hdps fecilitate the proaess of
“regeneration” that is essential for the continushgvelopment and improvement af
organization and its peopleGardner, in his booln Leadershipreflects how mentoring
facilitates organizaiond development by stding tha, “to the extent thd leaders enable

followers to deelop ther own initiaive, they are creating somehing thd can survive

their own depanre . . .Leaders who stnghentheir peopk may creat alegacythatwill
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last for avery long time.”> Mentoring institutiondizes the commitment to ecellence
becauseit chargs all who are in supervisoryor leadership positions with the
responsibility to “plant good seeds and nurture their growth.”

The leader'scommitment to mentoringeflects the desire to help each subordinate
recoquize their abilities and reach their full potentidilientoring then movesfrom the
historic meaning of “this is my favorite worker, they can do no wrongand | will monitor
their advancement” to the Airofce’s Air Education and TraininGommand’'s(AETC)
more utilitarian dédinition of mentoring® AETC's goal for mentoring is for each
supervisotto takeresponsibilityin developingthe inherent abilities of their subordinates,
within their capabilities, at everlevel of the orgnization. Leaders conduct effective
mentoringbecause of their commitment to their own learnifidney develop the skills,
knowledge, andexperiencenecessaryor mentoringthroudh personal dedication to study
and growth.

Mentoring will result in orgnizational gowth when conductedfrom a firm
foundation based on four principlés.First, leadership throtmput the orgnization
acceptgesponsibilityfor the professionaldevelopment of subordinateShe gral is to
identfy top performers and chétnge them accordngy, while also dentifying “less
stdlar” peaformes axd cadlenging them to thér maimum potetia.® Second,
leadershipaccepts responsibilitfor the accurate and honest evaluation of performance
andpotential. Documentegerformancdeedback is the keyt must be accurate, timely
and ralistic.” Third, leadership takes an active role in counselamd advising
subordinate®n their professional developmentLeaders are aware of the trainiagd

education needs of their subordinates and track fveigess™® Findly, leadership
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models the behavior desired of subordinates and shimewway aheadwith a visible,
demonstraed commitment to excellence.* Mentoringis theway to institutiondize tha
commitment and assureorganizaiond growth. As Genga Rondd Fogeman, Air Force
Chief of Staff, states,'We all bear the responsibilitio develop our subordinates and to
help goom the nek generation of Air ferce leaders. Mentoring can help refine the
capabilities of tomorrow’s Air Force leaders. It can open up @mmuni@tions within our
service,breakdown barrérs and creatcutural chang.”*? In short, matoring alows for
continued organizational growth and is fundamental to the art of leadership.

A commitment to learnings the method bywhich we improve ourselvesas
prectitioners of the at of leadership. As Genea Curtis LeMay staed, “I'm firmly
convinced that leaders are not born; treegducated, trained, and made asveryother
profession.** The leadership art involves a continpabcesf learningwith the focus
on self-improvement,developingand feeding of a hungr for the newest and latest
information, and strivingtowards reachinga higher level of epertise. Leadership
requires maximizing learning and beng committed to the growth learning brings.
Mentoring becomes the responsibilitgf each learningleader, puttingthose newly
acquired skills, knowledg, and exyerience to use byaking an active role in the
developmentof each subordinate’s abilityIn this process, leadership provides for a
continuum of learningnd mentoringvhile insuringthe “harvest of gpwth” passes on to

the future members and leaders of the organization.
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Case Study: Generals Marshall, Eisenhower, Patton, and MacArthur

Generals GeogyC. Marshall, Dwidpt D. EisenhowerGGeorg S. Patton,andDoudas
MacArthur are famous names to Americans todag to their outstandingleadership
duringWorld Wa 1l. How was it thd they were so redy to esssumethar leadership roles
during sucha difficult period of history? Edgar F. Punear, J., in his bookNineeen
Stars: A Study in Military Character and Leadershiigcounts a storgbouta writer on
World War Il commentingthat, “One miracle lcould not eplain is howthe United
States, an unwarlike and unprepared couihteyer there was one, wasiddenlyableto
produce so lamy and so brilliant argup of military leaders. .. Where did theycome
from, and what had thdyeen doingll those twentyears?'* The answer, acconmj to
Puryear:they were working and preparing for leadersfip.

As cadets at the US Militarjicademy Marshall, Eisenhower, and Patton received
avera@ grades. As theymatured, however, thegxcelled at the Arm'g service schools
and consistentlgraduated withop honors'® MacArthur was redy an exeptonal case.
Puryearstates that MacArthur “was so brilliant, he did not attendsamyice schools as a
student—hewas assigned as an instructor, even thotighe had never been thrduthe
course.’” What was each General’s attitude towards learning?

Genaa Marshdl was noted for his voracious gpdite for reading and his pasion for
knowlede*® He developedhis desire as aoyith and it carried on throbgut his career.
He would couple his literargtudyof military historywith visits to theactualbattlefields
whenever the opportunitio do so aros€. Puryear sates hat “In his dutes as an

officer, Marshall alwag tried to learn evetiing possible about the subject at hartdie

hadawealthof general knowledg and was knowle@gble on specificsHe never spoke
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on anysubject unless he felt he knew all thes&sto know aboutit. . . . He foundtime to
attend every school offered by the military which was pertinent to his careéf.”
Marshdl was a prectitioner of the leadership ats who wa thorougply committed to a
lifetime of learning, improving, and growing in his professional career.
GeneralEisenhowemevercharacteried himselfas a god student durindpis cadet
years atWest Point?* He credits his mentoGeneralFox Conner,with inspiring a
methodolog of preparation for leadership. Part of General Connertaentoringof the
young Eisenhower involved teachirthe value and importance of learnitythe art of
leadership. Eisenhower gned an appreciation for the stu@wd critical analysis of
military history, learned thevaue of wa gaming, by usingmaps and studyng straegies,
and asorbe&l mud prectical leadership eperience by writing field ordes, letters, and
handling othe administraive fundions?® Once the gung Eisenhowercommitted
himself to his militarycareer, he became a firlpelieverand advocateof the benefitsof
learning as the way to insure fitness for leadership and comfhand.
GeneralPattondevotedhis life to becominga geat gneral® He owned a hug
library of military historyand once told his son that, “To bswccessfusoldier,you must
know history”®® Puryearnotes hatPatton was once accused ofking “snap degions”
during World War 1. Patton’s response attests to his lifel@mmgnmitmentto learning
and illustraes how tha commitment is ahdlmark of leadership: “I've been studyng the
subject of war for fortyodd years. When a surgon decides in theourseof an operation
to chang its objective, to splice that artevy cut deepermandremoveanotherorgan which
he finds infected, he is not makinga snap decision but one based on knovdedg

experience, andraining. So am1.”?’ Paton’s studis taught him tha, “. .. batles ae
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won by men;and,therefore, one aspiring high command should studize men figpting
the batles.”?® Patton dedicaed himself to learnhg as nuch as posbie from every
experience he hachithe arny.?® This storehouse of knowleedgbuilt bya desireto learn,
would serve him well when it came time for him to lead thousands of troops in battle.
General MacArthur's life seemed to be one continuous time of preparation for
leaderstp and cormand® As noed eariler, MacArthur receved no formal service
school instruction: his knowledg out-shadowedhe curriculum®  He, too, was
dedicated to the studyf military history and built a libraryof over 7000books®* A
bachelor until over fortyears old, he spent countldssursin studyand preparatiorfor
the leadership @lling hefelt to beon his life®** MacArthur begn his studyunder the
tutelage of his father, continued it into adulthood, and remained devoted to learning
throughout his illustrious care&t.
Puryear concludeshy statingthat, “All of these gnerals were men who worked at
their profession. They never stopped learninghey continued to gow throudhout their
careers. .. Theystarted as qung officers to work hard, stugdyandgive everyjob that

extralick.”®®

These examples clearly illustrate the relationship beween a lifetime
commitment to learning and theart of leadership. These four leaders developed a thirst
for learningearly in their lives and retained it throagut their careers.There maybe

othea factors tha deermine sud an ascent to the haghts of militay leadership but

clearly, a commitment to learning is fundamental.
Notes

! John W. GardneOn LeadershigfNew York: The Free Press, 1990), 157.
2 .
Ibid., 157.
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Chapter 8

Thinking Critically and Cr eatively is a Key to Poblem
Solving, Hence, Thinkng is a Hallmark of Leadership

Leadershipnvolvesthe “art” of problem solving This “art” was equallycrucial to
Wellington's leadershipat Waterloo as it was to the successful leadership of Eisenhower
atNormandy MacArthurat Inchon,and Schwarzopf in the Gulf W&r. Leadership at any
level entailsproblemsolving and problem solvingnvolves thinking both criticallyand
creatvely, to master the many and vared obsacles barmg the atainment of goals. This
dynamic and purposéul thinking is not just acharacteristic of the batlefield. It occurs
daily within the dutysections, offices, and aagizations that make up the vefgbric of
the military, the marix in which leaders of dl types and ranks &ercise the at of
leadership todayjght now

Anthony Kendall, in his articleThe Geatve Leader, writes, “The purpose of the
armed forces is not to perform routine tasks but to prongrtt/adequatelyespondto

"l Leaders who find thensdves thrust into thee crisis

crises with maximal efficiency.
situationswhether in war or peace, on the battlefield or in the office, must be able to do
two things in orde to beeffective in theart of leadership: andyze problans and develop

solutions. The gal initially is to understand the problem, thrbugritical analgis, and
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then to utilize creative thinkingkills to find a solution.This processof thinking turnsa
stumbling block to progress into a stepping stone to success.

One of the mangontributions General Ge@§. Marshall made to victoin World
War Il occurredwhenhewas commandant of the US Arnhtgfantry School in the pre-
war dag.? Marshallrealizedthe armys limitations, both in personnel and resources, and
recoqiizedthe needd devebp a gneraton of lkeaders coffiortable with new chdenges.
He knew critical and creative thinkingkills would produce mastenf these challeres
and work as a force multiplier for the amy's limited resoures. Marshdl built a
curriculumthat“forced officersto develop innovative solutions to tactical problems, deal
with uncertainty and think on their feetWith scarce resourcebge requiredleadersto
develop simple answers to problems full of uncertaifityMarshal’s legacy testifies to
the importance of thinkingritically and creativelyas a leadership tool tanderstand
what we do and to do it better, regardless of the circumstance.

The US Armys manual on leadership,Mr 22-100, defines thinkingskills as
“directional skills because the direction or orientation of actions to be donis stated
in an established priority.”* The leaderprovides the direction byhinking about the
problem and “fi guring out’ what is important, what needs accoptishing, and n what
order. The US Armyalso recogizes the relationship between pointiimgopsin theright
direction and handlintghe inevitable problems that ariseM 22-100 states that tlaet of
leadership involves “teachingour subordinates how tthink creatively and solve
problems while undestress.® Therefore, tie first siep n probem soling is critical
analysis. The first step towards findinthe solution is knowinghe what,the why, and

the how of a problem.
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Clausewitz provides ablugorint astudet of military opeationd art can useto study
historic batles. The lessonslearned from the study of past was an hdp leades
understand the possible causes and conduct of future Gfeassewitzian critical anatis
involves: “the discoveryand interpretation of equivocal facts,” tivbat “the tracingof
effects back ¢ their causes,” ie why, and, “the investigtion andevaluationof means
employed,” thehow?® This critical analgis methodolog for the studyof warfareis
equdly gpplicable to theproaess of problen solvingin leadership situaions at any place
and under any circumstancetoday The US Army in AM 22-100, has broken
Clausewitzian critical analysis into five useful and easily applied éteps:

1. Recognize and define the problem

2. Gather facts and make assumptions

3. Develop possible solutions

4. Analyze and compare the possible solutions
5. Select the best solution

Critica andysis bendfits theart of leadership in thre ways. First, andysis dlows the
logical and objective emination of what and how the @rgzation is doingright now.
The purpose is to evaluate present performance to deterimvigat is being doneis
productive, good, and on the right track towards the oagization’s goals. Second,
analsis encourags organizational chang and growth because peopluse i to quesion
established procedures in order to find “a better.Wa&yitical analysis helpspeopletake
“fresh looks” at eisting processes to see if there are areas nleadd improvement.
Finally, analysis encourags the eamination ofexisting and possiblefuture problems.
People beigp to look around them, and to the future, with a more criggaltowards

improving their organization’s perfornance. Critical analysis realy becones an
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ingrained orgnizational habit pattern establishedlbgdership and facilitated lsypport,
encouragement, and policit infuses the organization and gives life to it.

Leadersip moves nto the arena of create soltions byfirst breakng the barriers
thatinhibit fresh,new,andunhinderedhinking. AFM 1-1, Volume I, Basic Doctrine of
the Unted Sates Ar Force, sttes hat“Preparng airmenfor futureratherthanpastwars
involves constant encouraigient of open-minded thinkingo ensure intellectual
growth.” Leadership’semphasison forward and open-minded thinkirgets the tone
within an office or an orgnization for “thinking outside the bdxor outside established
paameers. Genaga Pary Smith, inTaking Chargestatesthat “The bestleaders arene
ones whose minds are never closed, who are interestedimgnew pointsof view, and
who are eagr o dealwith new ssues.? Risk takingis important. Perryalso points out
that leadership demands sensitivatyd application of intuition.He stateghat leaders
should be, “open to new ideas while beingsensitive to the turbulence that the

"0 There & a fine

implementation of new ideas can often cause in thenaaion.
bdance to strikewhen usingthefruits of creative thinking in problem solving situgions:
change can be unsettlingnd the art oleadershimecessitatean awarenessf the effects
of impending change on followers.

Kendal beieves hat successfuleaderstp is charaotrized bytwo typesof creatve
thinking™®  “intuitiv e creativity” —short term, tacical creatvity characgristicaly used
in solving time sensitive problems or “putting ofites”; and,“ reflecive creaivity’ —
long term, strdegic creativity usel in planning for the future with the god beng to

anticipate detourson theroad to gd atainment. Cregtivity, as ddined by Kenddl, is

“any process byvhich somethingnewis produced—amdeaor anobject,includinganew

62



form or arrangmentof old elements. And the new creation must contribute to the
solution of the problem'® Creative thinkingdoes not necessarikgquire or meathe
invention of the “glden BB” or the “answer to all our problems,” rathercauld be as
simple as lookingat the “same old thirigfrom a differentperspectiveor beingwilling to
listen to a subordinate’s new and creative idea about an establishexkptegatternof
doing business.

Cregtive thinking is importat to the at of leadership in thre ways. First,
leadership’s stamp of approval on creative thinkiegcourags breakthrouss in
developingbetter wayg of doingthe mission.General Smitlasksif theleaderis opento
suggestions, ideas, new thohtg, new directions, and new concepts.”Leaderstp ses
the tonein the workplace and ogagization. The leader’s attitude towards “thmgew”
determinesthe accepnce of creave thinking as a sindard wayof operaing in the unt.
Second, establishingn attitude of creativéhinking encourags an atmospheravhere
new ideasare born, nurtured and acted uporCreative thinkingbecomes a permanent
part of the culture of the omgization and becomes percted. Finally, creativethinking
encourags improvisation within the oagization. That is,making themostof limited
resour@s by maximizing intdlectud and aeative capabilities of the individuds within
the orgnization. Kendall sums it up well in statingCreative leaders take whédss
creative men call threats and use them as opportunities and chall¥nges.”

The art of leadershipinvolves moving people forward toward aogl and inspiring
themto performand succeed fohé geatr whok. Moving forward is important: it
means pwth and improvementin war, whenpeopledo not move whenthey should,

they die. Organizations whither and die when thelp not move forward in a spirit of
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renewval and gowth. Thinking critically and aeatively is a hdlmark of leadership
because it forms the foundation of the procisleaderusesto solve problemsand
move the orgnization forward. That effort achieves itgoal by harnessinganalyical
skills, to evduae the wha, why, and how of problems, and by employing ceative
thinking skills, to deelop nev and aeative solutions to probims both now ad in the

futurel®

Case Study: Lieutenant General William G. (Gus) Pagonis

Lieutenant General William G. Pgonis wa the commandea of the US Army’s
Central Support Command in Saudi Arabia during OperatioBSERT SHIELD and
DESERT STORM. He was responsible for the Istjc support for the entirground
effort from DESERT SHELD, throudhout the war, and itaftermatht® This leaderstp
task was enormous ad required demonstraed abilities in aitical and aeative thinking to
solve the myriad of problems facing Central Support Command.

Just how bigwas the task facingseneralPagnis and his command? General
Pagonis deaibes thelogistics for theGulf War as similar to picking up and moving the
city of Richmond VA, to the other side of the worfd. He noes hatin the space of one
year, from Augst 1990 to 1991, his command served more than 122 mitieals'®
He desaibed this feat as similar to feeding dl the residents of Wyoming and Vamont
three meals a ddpr forty days. During thesametime period,GeneralPagnis statedhis
supplyunits pumped 1.3 billionajjons of fuel*® He likened this to seen times thefue
usag of Washingon DC, duringthe same periodpr the cumulative 12 month fuel

consumptiorof Washingon DC, Montana, and North Dakota étiger. His supplyunits

64



and drivers found it necessatyp drive nearly52 million miles in the theater of
operations? This distance equates to more than 100 round-trips to the moon.
General Pagonis describes it best in his own words:
These asks—and a wriad of ohers—are accopiished bylogisticians.
Logsticsis the careful integation of transportation, supplywarehousing
maintenance, procurement, contractidgd automationnto a coherent
functional area; in a wathat permits and enhances the accomplishimient
a gven goal, objective, or mission.Logisticians dealwith unknowns.
Theyattempt to eliminate unknowns, one dye, until theyare confident

that theyhave done awawith thepossibilityof paralyzing surprises.This
is what we did in the Gulft:

General Pagonis’ desaiption of the leadership task before him illustrates the
importance of criical and create thinking to probkem solving and he artof leaderstip.
He had an immensejob bdore him: he had to develop ways to dficiently and quidkly
analye problems,andencourag the solutions througcreative thinkingnethodologes.
General Pagonis was successfulin this leaderstp chalenge because he nobnly
encouragd problem solving among his subordinates, but also developed and
implemented strdegies to get the most from thecritica and creative thinking talent
inherent in those he I€4.

How did General Pagonis crea¢ the leaderstp envronment that allowed for
successful solutions to so mapoblems?Foremost, he encourad free thinkingamong
his subordinates and “made a point of persor@ith beynd the limits of the job®® In
addition to encouragg free thinking he developed strategs by which the
communi@tion of new ideas could ocur vetically and laeraly within the chan of
command.His goal was to establish a “free flowze” of information and sggstions to

facilitate the spavning of new ideas, improvanents, and solutions to asting problems.
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For example, General Pagonis institutel thedaly bulletin and SITREP (situdion report)
to inform those in his command what the problems westh presentandfuture?® He
also developed the “stand-up” morningeetingas a forum for discussioRs. Stand-up
was open to eveoye in the command, raglless of rank, and desigd toallow for the
free and open e&hang of ideas and informationHaving everypone standwas Pagnis’
methodof encouramg brevity and succinctness in the comments of the attend&&d
minute timetable for each meetingnimized quantitywhile it maxmized the qualityof
each spoken wordAn index card sgtem, the3" x 5", was how the Generalbrougt
anyone’s information, problem, or solution thrduthe chain of command quickl§ He
reported that about 1,000 cards wemmegated a dayY What anoutpouring of
involvementfrom thetroopshe led! This process was a two-wapmmunication link as
Pagnis would often send a notewortbgrd back to the sender wlHEM, or “pleasesee
me,” annotated on ff This PSM time allowed him tbe accessiblgo subordinate®f
anyrank and served to “close the loop” on the thinkimgl problem solvingrocess?
Finally, GeneralPagnis established a smaltayip of on the spot problem solvers called
the Ghostbusterf. This groupwasthe General’s link to the theater of operations and he
told them to circulate amongthe troops, identifyneeds and problems, and develop
solutionson-the-spat The Ghostbustes dlowed General Pagonis to hae an immediate
means of contact with the real time problems that faced thgral#d forcesin Saudi
Arabia. The Generalkenpowered 8 Ghodbusers o criticaly analze probens and
implement solutions expeditiously, before they became major obstacles to the war effort.
General Pagnis’s motto duringthe Gulf War was: “Good logistics is combat

power.® Generd Pagonis maimized the comba powe of the war fighters by taking

66



definite steps to solve the many probkenms before hn. He creatd a eadersip
environment that encoured the critical and creative thinkirgkills of his subordinates,

and thus assured the success of his logistics command.
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Chapter 9

Wisdom Provides a Bioad, Balanced Leadership Perspective
From Which Sound Decisions Ae Made

The definition of wisdom, asit applies to leadership, is sufficientlyroad for all
leaders to applyo their unique, individual situationsCommon sens@ anuncommon

degee 5 whatthe worbl cals wisdom”*

More than justsimple commonsenseand the
intelligent goplication of learning, wisdom @compase judgnent (the forming of
opinions), prudence (cautious foradly wit (keen perception)and discernment
(comparative understandinglt is demonstrated ithe combinationof knowledg and
experience to suaessfully meet mord or othe chdlenges in daly life.? Wisdom is an
attribute of leaderstp that many peope woul asso@te with leaders of geatreputton
and notable position.Leadership is seasoned tysdom. This “seasonin provides
leadersthe ingedients to add to the decision makimgpcess. The more seasoninghe
more soundthe decision—based not onlgn professional competence, but also on a
broad, more balanced perspedtve. Wisdom in leadersip enconpasseshree aspest

knowledg, because wisdom can be learnedyegience, since wisdoroan be taudt;

and, relationships, because shared wisdom produces wise leaders.
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Wise leadersare able to effectively sift throudh a seeminly infinite amount of
available information and taeg that which is essentialhis essentialinformation, or
knowledge, aids the leader in making sound decisions.

Wisdom is more than knowledgtransferwithin an organization; it is
making sense of knowledg just as knowledg makes senseof
information. Wise people know what knowleelgr know-how is needed
in a given situation, how to circulate and renew that knowleddpy

working with others,and how to use it to solve a problem or achieve a
3
goal:

Having a gven quantityof knowledg is no giarantee of obtainingisdom. We all
know peoplewho havea greatdealof knowledg but are not wise and, conversetge all
know people who seem vewise et are not up talateon the latestempiricalfindings.*
Wise leaders,however, activelyseek out the rigt quality and quantityof knowledgp.
Theyalso know where and when to obtain additional informdtordecisionmakingas
it pertains to their area of pertise or concernAs leaders increase their knowledigase
throudh learningand understandindghey are better equipped to make consistentse
decisions.“Knowledge comes, but wisdom lingets >

Gaining wisdomthrough personakxperience $ anoher facetn the artof leaderstp.
Without exerience, leaders can onlyase their decisions on texnal sourcesof
information (opinions, facts, case studies, etc.) and almost alsvawill choose the
“statistically correct” solution. Therefore, leaders who desite make wise decisions
should seek out opportunities to participate in leadership activities to broaden their
experience foundation. Someone once said, “Wisdom is meah&sg until our own

experiencehasgivenit meaning. . . These egeriences fosr the gowth of wisdom

Situations and positions abound in which leaders at all levels can get practical experience.
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If job-related responsibilities do not present opportunitiextively participatein or
directly obseve leadership skills, onecan dways volunteer for collateral duties or avic
activities. Readingabout the leadership attributes of others melp refine one’s own
skills, but there is no substitute fexperience.Max DePree,in his book, Leadership
Jazz states, “Preparation for leadership does not come from bdd&eks sometimes
give you an insight or an outling but rel prepaation oonsists of hal work ad
wanderingin the desert, of much feedback, much feegess, and of theegst of
failure.” Indeedfailure can be a migty teacher.In the words of Wliam Wordsworth,
“Wisdom is ofttimes nearer when we stoop than when we §o&Vviseleadersacively
reflect and evaluae thdr failings or falures and sek to gain furthe wisdom from the
experience. Rather han alowing failure b decmate them wise leadersuse these
experiences as instruments of learning—opportunities for growth and development.

If experience is the best teacher, then relationships are the ctmduwith which
knowledge and experiencesflow to produce wise leaders.Relationships that eést
between leaders and others are multifaceted: vertiwathyeir superiors and subordinates,
horizontally to their peers, and dgonaly to friends and formr asso@tes. They are
esseritl to the learnng experienceand he wisdomthat emanaes fromthem® Strong
relationshipsare theresult of timeand energy spent on othes, and with othes, for mutua
nurturingand gowth. Wisdom is altivated and havested throudn these strong pesona
relationships. A leader who shares knowleglgand eperiences forthe purpose of
learnng and nentoring, is all the wiser for t. As these egeriences ar@ccunulated and
skills are mastaed, leaders enjoy mentoring othas and learn as muc fromthe processas

the learners themselv&s.
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Goodpatrticipativeleaderdearn how to ask a lot of questions and then listen—listen
closelyto gain understanding Aubreyand Cohen, in their bookyorking Wsdom state,
“Wisdom is not passedfrom an authoritative teacher to a supplicant student, but is
discoveredn a long relationshipin which both stand toan a geater understandingf
the workphce andtie wort.”*! These bonds of personal relationships can grow,
expand, and maintain their stretfgthroudn proactiveandgenuinenurturing Wiseis the
leader who does not allow these invaluable links to whither or decay.

In summarywisdom provides a broader perspective for leadershipuly effective
and wise leader must have respecfior the fuure, regrd for the presentand an
understandingf the past? Thisis made possible throhgncreasingone’s knowledg,
expandingone’s eyerience, and buildingtrongrelationships. While not meant to be a
checklistfor attainingwisdom, these foundational qualities increase and focus wisdom
for its ultimate purpose: decision making According to Schultz, in his book,
Unconventional Wdom “Ultimately, decision makings a matter of what w&now.
What we do is use past knowledy experience, and values, w&ber with the current
situation, our understandirand vision, and applihat to the future®® Leaders aall
levels have the abilitto mature and an competency-but it requiresaction and
determination. Through studyone broadens their wisdom, thrbugractice theymaster
it, and through questioning wisdom gains defth.

If everyone in yur chain-of-command were asked to write ddtivanamesof those
who they considerto be wise leaders, wouldoyr nameappear? On tis “wise leader”

list, how do pu evaluate the knowleddevel? How broad is thexperiencebase?What
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canyou do to strenthen your personal relationships with them in order to mutually
benefit from that knowledge and experiend&®orey and Cohen conclude:

A benefactor puts wisdom at our servigea gift, a gift all the more

precious because it can never be repaid to its doklbrwe candois pass

these gts on bybecomingwise and makingur wisdom useful enobigo
be learned by othefs.

Case Study: General H. Norman Schwarzkopf

GeneralH. Norman Schwarkopf faced two dauntingasks: first, create a multi-
nationalforceto confront Saddam Husseinisdji military offensive into Kuwait in 1990-
91, andsecondmaintainjoint force solidarityin the face of crucial cultural differences,
primarily in the areas of religion and Arab nationalism.

At acritical juncturein thefinal planningstages of Operation DESERT STORM, the
Syrians seemedto become more amhigus about their involvement in the coalition.
While desiringto support Saudi Arabia, thayere uneasyboutbeing aggressorsin a
struggle a@inst other ArabsTo resolve this problem, Schwaopf amendedhis original
plan slightly to allow Syian concerns to be eased without compromisiisgoattleplan’s
integity. Since Prince Khalid, the Saudi Arabian Air DefenGemmander,had
operationalresponsibilityfor the Syrians, Schwarzkopf deletgd the dutyto him by
suggesting:

Here’s what gur government could proposeYou, General Khalidthe
commander of he Arab forces, veh © make the Srians yur reserve.
You want the Syrians to follow theEgyptians throudp the breach. This
way the Syrians are, in fact, paticipating in the offensive yet they won't
be called into battle unless the BEgptians @t in trouble. They will not

need to fight fellow Arabs unless thg are coming to thead of fdlow
Arabs™®
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Schwarkopf wisely selected a course of action that diok require confrontation,but
rather protected Arab honor.

To the Arab mind, “the most pressingoncern was neither the threat from Saddam
nor theenormous joint militay enterprise on whith we were embarked. Wha loomed
largestfor themwasthe cultural crisis triggered bythe sudden flood of Americans into
their kingdlom.”™” As a means of settlintpeir concerns, Schwarzkopf institutaderies
of councils in eachapgraphic area where UServicemerwere posted. He directedthat
the senior officer of the communityidentify and @ntact the town’s civilian and military
leadersand meetreqularly with themto noe and difuse probéms atthatlevel. “Once
the local councils gt established, the number of problems that madetltettevel of the
palace and Khalid dropped dramaticaliiespite thecontinuedinflux of US troops.™®
This was acourseof action hehad previously instituted as a basecommande between a
statesiddocal communityand military officials. In this case, Schwarzkopf encouzdg
dialogue between the guest military and the bhosntry.

Schwarkopf was a man uniquelgualified to provide leadership addectionin the
creation of this joint force, the orchestration of ther opeations, and theimplementation
of their united objective.As a yung boy, he had eperiencedArab tradition firsthand
while his faher servedn Tehran as an ador b the Shah’sNational Police Force. A
telling event providel his first insight into Arab aulture At a dinne hostel by the chief
of the Baluchi tribe (a nomalic people loya to the Shd), shep’s eyebdls were a
delicacyoffered as a show of honofThe elder SchwarZopf was honoredwith great
ceremonyand received the firstYoung Norman was selectdd be honoredbut he was

shocked and skened bythe dea of eahg the delicacy His father, however,ordered
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him to eatit andlaterexplained to his son that to refuse such a tribute would haaatlyg
offendedtheir host and his peopleDuring his stayin Tehran, yung Norman and his
father traveled eaensively throudout the rempn meeting many dignitaries—an
experience the General would find useful later in life.

In 1988, Schwarkopf had another unique opportunityo garner wisdom from
expeience, this time in the Middle East & Commade US Cetrd Command
(CENTCOM). “Though almost anygeneral would leap athe chancefor a four-star
assigiment, Central Command was not one of the nmaesgirable— it includedtoo many
so-called political-military responsibilities®  After atending the Foregn Sevice
Institute’s intensive course on the Middle East, he took over CENTCOMessthan
two weeks, he traveled to the reg. Meetinginitially with nations who wereecipients
of US military aid (Egpt and Pakistan), Schwarzkopf also pursued a renewed
relationship with Saudi Arabian officialespite a chillyreceptionat first, theywarmed
when he told them of his desire to improve mutudly beneficial relations béween the
countries® Upon meeting the Saudi DeputyMinister of Defense and Aviation,
Schwarzopf recalled his memories of the Middle Eastrelatedhow their fathershad
metin 1946. Schwarzkopf heeded the instruction from therdign Service mstitute’'s
Peter EBchtold: “In the Arab world, gur position gts you throudh the door, but your
personal relationships get you commitments from the Ardbs.”

Schwarkopf serves as a heraldedaexple of a leader whoombinedexperience,

knowledge, and relationships, in decision-making that was characterized by wisdom.
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Chapter 10

The Leader is Responsible for Comunicating Values

Valuesform the bass for the guidelines and exectations of baderstp. Theyreflect
theleader’'scharacterembodythe principles theydhere to, and provide a foundation for
reference andgdance when wking deckions. But a leader rust also realize that
individuak in the sane organization may have diferentvalues. Thus,leaderdacea dual
chdlenge in communi@ting vaues. They must atablish values tha providea common
framework for meetingheir expectations without cripplinghdividualism. Accordingto
John Gardner, author ddn Leadershipproperlyalignedand communicated values are
crucialto theleader’s abilityto lead the oranization. The author concludes|f leaders
cannotfind in their constituencies (followers) anlgase of shared values, principled
leaderstp becones neary impossble.” How can a éader communicae vabies n an
organization? The answeriés in the exanple leadersset how they educa¢ their
subordinates on expected values, and how well they enforce them.

The most effecive means comunicaing values & through the leader’s personal
example. The leader's exnple reinforces the values anttreasesthe likelihood of
subordinateacceptancén at least three was—settingthe standards, providing model
for behavior, and giving credibility to the vaues. By exhibiting appropride vaues,

leaderssetthe standardsind establish acceptable boundaries of behavibeir example
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points the way towards expected paformance. Leaders illustrae desired vdues by
modeling behavior for others to emulateThe leader's eemple provides &olid role
modé for othes. Combinal, sating standads and modding appropride behaviors gves
values credibility. People tend to bdéieve wha they ses, not only wha they hear.
Timothy L. Timmons, in his boolCommanding an Air Force Squadrorelates how a
leader communicated values through his personal example:

There s the case where a new tinonmanderstressedorofessonaism to

his subordinates, all the walpwn to the waye kept his office.He had

noticedthat his unit’'s spaces were continuoushtidy, and without sayg

anything he worked at keepindnis office unscrupulouslhorderly and

clean . .. Slowly, butsurely thisrubbed off on the rest of the unit, and the
unit building began to look professional afso.

While this mayappear to be a simplistic illustration, the messagesounding The
leader without question, sets the ample for all. Leaders who communicate their values
by linking their policy with conguent actions increase the likelihood that their values will
be adhered to and adoptetheir message rings loud and clear—"watch me, follow me.”

In addtion to their personalexanple, leaders mst also conmunicae execed
values throuly education. Accordingto General Merrill McPeak, in his article “Core
Values in Quality Air Force”:

Transformingleaders put thar efforts into pro¢aiming, exemplifying, and
teachingthe real meaningof the values of the oegization. Theyare in a
sense Jeader-missionariefor the orgnization. They are zalous to the

point of tediousnessTheytake everyopportunity no matterhow large or
small the audience, to proclaim the organization’s enduring values.

Communi@ting values throudh eduction enables leadership to atablish prescribed
guidelines, increaseawarenes®f value expecttions, and rete the consequences for
failure to adhae to established vdues. Once leaders ddine vadues and illustrae tham

through their exanple, they must ensure hat expeced sandards are seforth and
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communic@ted to followers. Estalishing guiddines facilitates communi@tion of
leaderslp’s vaues byensumg everypne haste “sane sheebf music to sing from.” In
essence, these prescriptions outline the criteria to follow and define the acceptable
parameterswithin which everyone must operate. Once leaders and subordinates
understand eectations, the pattern to follow becomes clear and deviations are readily
noticeable.

Communicaing values hroudh educabn ako enalds leaderstp to increasethe
awarenesof the behavior desired in subordinatesn this regrd, leaders serve as
mentors and facilitators who mustensurethis eluction is not onlya continud process,
but one hat takes advarage of everymeans avaable. This facetof educatbn can be
formal or informal and mabpe eyressed verballgr throudn written communicationln
mostcasesa combination of all these methods best serve leaders who seek to achieve
total adopton of prescthed valies. Leaders who congently “talk the &lk” and “wak
the talk,” serve as livingnonuments for eected value$. Like with most learning
repetitionis the key to improving understandingand effectiveness.Leaders who take
advantag of everyopportunityto positivelyreinforce epected valuegeavelittle room
for misunderstandirgand ighorance. Vehicles such as newsletters, periodic bulletins,
and poicy letters enabt leadersip to get their messa@ clearly acrossin “black and
white.” When expeced valies appearni print, they not only reinforce presched
standards, thegrovide a source of reference azahtinuityfor all. Theseniorleadership
of the Air Force, Navy Marine Corps, and Armgll reinforce core values in numerous
publicaionsanddocunent for eachof their respedtve servces. Their goal is to ensure

the widest possible dissemination and adoption of their respective service values.
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General John Shalikashvili continually champions joint war figting core values
(integity, conpetnce, phgical and norale courag, andteanwork) throudh Joint
Publication-1, “dint Warfare of the Armed &rces of the United Stateslh doingso,the
Generalenphastes the level of importance he pces on gxeced vales byreinforcing
documented standards with his personal enthusiastic supfantamunicating values
throudh educatingothers not onlynakes leadership’s pgctations clear, it smficantly
improves the awareness of required behavior.

A third bendit of communi@ting vaues throudh educion is tha it affords
leadershiphe opportunityto explain the consequences of failibg adhere to prescribed
standards. Unfortunately this aspect of education often is viewed aiegly. Instead,
clear identification of consequences for operatngside parameters servesenefit
both the leaders and their subordinate&s leadershipoutlines the consequencesf
adverse behavior when addressidgsired values, theymprove the likelihood of
acceptance throligboth positive and netive motivation’ Leaders éad peom, not
robots, and orgnizations are full of people whespondo differentstimuli. While many
may choose to adopt leadership’s prescribed values either because of the intrinsic
usefulness perceived or it's thehighingto do, others magimply adhereto avoid the
cons@uences. In addition to bediting leadership, idetifying consejuences for failure
to adhere to standards also benefits subordin&#gen followersclearly understandhe
penaltyfor failing to aligh their values with leadership’s prescription, tlaeg able to
make decisions based on complete informatiom short—theyknow both what'’s

required (expected) and the conseuences for failing to adhee to standads. The decision
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is now thars, and leadership’s purposemay still be seved—regardless of themotivadion,
established values will be followed.

Finally, leaderscancommunicatewvaluesthroud their enforcementlin their book,
The Power ofEthical Management Norman Vincent Peak and Kenndt Blanchard
contend thd enforang vadues enhances leadership’s aedibility and sustans the value
system. The authors state;Without accountability—positive orneggtive consequences
for action or inaction—anypolicy or progam is apt to fail® Leaderslose their
credibility if they fail to hold subordinates consistendgcountable fodigressing from
established values. Likewise leadership must asuretha enforcement of vdues is swift,
fair, consistentand impartial if theyhope to maintain the effectiveness of their value
system. Dr. Doudas MaGregor’s four-pringpled “Hot StoveRule’ andogy illustrates
how a kaders enforceent of policy (values) provides effecive discipline and
strengthens leedership’s aedibility.” First, thestoveis swift in its masaye and rdatively
intense—g@ves off heat as a warnirapd “rewards” the offenders immediatel$econd,
the stove sindes out preciselythe errant behavior—offenders are not peealiZor
anything othe than the speific deviations. Third, the stove burns & the time, it is
consistat—whehe you toud it once, twice, or many times the results are the sane
Fourth, andfinal, the stoveis impersonal and does not lose its temper—the stove burns
indiscriminatelyanyone who touches it without ejting angy or taking it personally
Like McGregor's andogy, leades reffirm their credibility by enfordng ther policies
(values) and punishindeviations from them immediatelguccinctly consistentlyand

indiscriminately.
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In addition to solidifyng leadership’s aedibility, enforang vdues aso saves to
sustain the presched valies. Leaders who corgently enforceadherenceo standards
creae an enwionment where valles are preserved amelcrea¢ thenselves—adherence
beets adoptionand adoptionleadsto sustainment of valuesln her Harvard Bsiness
Review article, Managing for Organizational IntegrifyLynn Sharp Rine argies hat “In
the end, creatin@ climate that encourag exemplaryconduct maybe the best wajo
discourag damaing misconduct? When kaders comunicae valies byenforcing
them, they produe credibility for themsdves, thar vadues, and inaease the staying powe
for the overriding value system.

Values provide a startingoint for leaders in their decisianaking efforts. They
reflectcharactr and pmciples hatserve ¢ keep ¢aders andherr followersfocusedand
prescribe desired expectations and giidelines. Leadership is responsible for
communi@ting established vdues and for séting the standad in adhgence. Ross
Eastgte simply defines the leader’'s role bstating “L eadershipis not just about
compulsion. It is also about persuasion andaeple. It is most importantlyabout
communications, eainingto subordinates whaby expect of them. . .”® To facilitate
adherenceand adoption of values thrdogut the orgnization, leaders can't eect
subordinatego follow their guidelinesjust because thegre compelled to. Instead,
leadersip must coninualy communicae expecttons hroud therr personalexanple,
education, and enforcemenCombined, these three avenywevide leaderswith the

essential ingredients to mold and shape theits for success.
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Case Study: Commander Hardesty And The “Vikings”

The “Vikings,” a Navyfighter squadron, had never won aufy the variousannual
excellenceawards prior to 1992 Readiness levels wae meaely saisfactory and ther
percentag of full mission capable aircraft was continuousig lowest orbase Aircrews
and newlydesignated aviators eligle for fleet fighter squadronassigiment avoided
orders o this squadron aéll coss. This squadron wasypicaly placedlast on the “wi sh
lists” by aircrews in training for fleet assignments.

In November 1992 Commander Hardestgk command of the Vikirgg On the day
following the change of command ceremony he caled an al officer neetng to present
his “top ten” gals to the squadronlnherent in evergoal, was thahemeof achieving
very high, measurable standards setthg commander.He stressedhat the squadron
would alway take the “hitn road” andconductmuchtougher training progams,instead
of taking an easier route.Following his presentation heage a copyof these gals to
every officer and placed copies of his top ten bstvariousbulletin boardsthroudgout
the squadron.

CommandeHardestyemphasied his goalsandpersonal values in several vgayHe
routindy kept pgpoerwork from leaving the squaron until dréts me “Viking” standad.
He gave in-depth feedback, frequentynbarrassingo aircrewsregarding their aerial or
flight briefing performance.He often referred to these performances as “baldung
standard.” Officer instructors preparingnit trainingunderwenta “murderboard”or “no
holdsbared” critique on thequdity, content and presentation of thesubjet maerial to
ensureit met “Viking” standads se by thetraning depatment. Even when theunit fdl

benhind in its traning schedule Commade Hardesty would notyield until unit standads
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were met. Initially, junior officers joked abouhe commandingpfficer’s phraseof “not
up to Viking standards,” and used it sarcasticatiyone anotherwhen observingpoor
performance.

The squadron previouslyad a reputation for inappropriate behavior, dupartto
the failure of leadership to appropriatelgiscipline an individual who had been
investigatedby the didge Advocate General for conduct unbecomifigan officer. Four
months after Hardestassumed command, hedministrativelydischarg@d this same
officer becauseof a civilian alcohol related traffic violation and continued poor aerial
performance.

After a few months hard work and “re-work” under Hardasstiligent leadership,
the squaron began to dange. A winning attitude appeared in the officer corps. In fact,
the officers began to hold each other accountable to the new squadron standahgs.
much maligned “not up to Vikingstandard” phrase soon became a \s&lgering“you
have let us d down” sentiment. The commaxde no longr needed to provide the
“painful” feedbackon traininglecturesor flight briefs. Other officers were now holding
eachotheraccountable to meet the new squadron standdrd4993 the squadron went
through a mgor administrdive inspetion and pase with an “outstanding’ rating in
everycate@ry. The functional wingcommander later advised other commandifiigers
on the based use Hardegts squadron as an ample when prepang for their future
inspections.

Before CommandeHardestys arrival, the problems facinghe Vikings were found
in the orgnization’s values. Some officers had no real set of useful values while others

possessed values which were inconsistent with missiaccessand professional

84



behavor. The lack of subsintive unt values was reficied n the lackadasical mannerin
which offendes wee dedt with, and even pemeeated the oveaal squalron attitude In
essence squadron personnel didn’t believe tinene onthe samelevel with their peers
and had developed a defeatist attitude—"widother to try when we know wedon’t
measure up.”Squadron performance and readiness levels remained low.
CommandeHardestywasawareof these problems before he came to the squadron.
As the “new sheriff in town,” he set about to establish a set of values to put thesViking
back on the road to succesSommander Hardestwyalued hid¢p standards and madas
known from his first dayin the squadron. He e)pected high standardsfrom his
subordinates in eveltying they did. He removed “bad actors” that did no#flect
appropriate the unit's values, and personédiggd the wayby adheringto thesehigh
standards—eveat the epense of a delag training schedule. Throuch his personal
exanple, he squadrorelarned @ value hgh seandards as wkl Theyevenualy acceped
these values as somethimgportant to the success of the argation. The process took
time, but eventudly led to dhanges thd corrected mgor ddiciendes. Hardesty illustrates
how leaders can fogynew unit values for theogd of the orgnization which provides a

common work ethic for their peopld.he result—a resurrected unit!

Notes

! John W. Gardnen LeadershigNew York: The Free Press, 1993), 113.

2 Timothy L. Timmons,Commandingan Air Force SquadrorfMaxwell AFB, AL:
Air University Press, 1993), 12.

3 Alexande Robets, “Core Values in a Qudity Air Force” Air Power Journal,
Summer 1994, 46.

* RossW. Eastgte, “The SevenDeadlySinsof Leadership, The Australian Defense
Force Journal(November-December, 1994) 30.

> Ibid., 30.
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" Colonel (ret.) Larry R. Donnithorne, The West Point iy of Leadeship (New
York: Currency Doubleday 1993), 106. McGregr's Hot Stoveprinciple is a well
establishedindmuchusedanalogy. In this readingthe author relates how Gen D¢agy
MacArthur repeatedly used this illustration to teach effective disciplining techniques.

8 Lynn Sharp-Paine‘Managng for Organizational Integity,” Harvard Business
Review March-April, 1994, 117.

° Eastgate, 30.

19 CommanderJ.L. Hardesty interview with ACSC Research Team 96-07, Air
University, AL, 13 December 1995.The case studgvents are true and factuallo
protect the privacyof the individuals involved and the unit, the names amdt
identification are fictitious.
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Chapter 11

Leadership is Responsible for Shaping the Cultle—Assessing
and Transforming It When Needed

Culture embodiesthe norms and attitudes that define us esug or individuals.
Greg Bounds, inBeyond Total Quality Managemeidtefinesculture as”. . . behaviors,
values,beliefsand assumptions that aogp (or an individual) develops as it learns to
copewith internal and external problems. . ”* Culture influences how individuals or
groups will respondor react to situations. Leadership serves as the watchdog
culture—ensuringesponses and actions are in tune wihlg For this reasonit is
imperativeleadergecoqize threethings about culture:their role in creatingt, assessing
it, and, in leading cultural changes.

First, leaders needtrecogiize the mportant role they play in creatng the cultural
environment. Accordingto Jbhn Kotter and dmes Heskett, irCorporate Culture and
Performance,“Cultures can have powerfulconsequences, espalby when hey are
strong Theycan enable argup to take rapid and coordinated actiontheycan also
lead intdligent peopleto wak, in conaert, off of acliff.”  Leaders @ly an nvaluabk role
in shaing an organization’s aulture, endeavoring to dign it with the overall mission
objectives or vision.However, if left alone, argup will create acceptable standashsl

adapt pdterns of bdavior for themsdves ove time. Unfortunaely, these may not dways
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be n line wih those enwioned bythe keader. Allowing a cuture b ermanag of its own
volition is like driving a car with no haands—thecar may stay ontheroad, but then again
it may not.

In the same way paents @n influence the pasondity of thar children, leaders @n
influence culture—the persondity prevalent in ther organizaions. Paents hdp
determinghe principlestheir children adopt and adhere tdheyencourag them to hang
tough during difficult times without abandonindamily values. To their children’s
dismay parentsconsistentlystressthe importance of education in hopes the wisdom
gained will seethechildren throudh life’s chdlenges. But most of 8, parents enxcourage
children to dream impossibledreams and to se possibilities thefuture holds for then.
The paent’s purposen dl of these activities is to preare thar children for independent
action, much in the same way leaders seek to guide those entrusted into their care.

Warren Bennis, author oDn Becoming a Leadgesays, “. . . aleaderimposeq(in the
most positive sense of the word) his philosophty the orgnization, creating or
recreatingits culture. The orgnization then acts on the philosophgarries out the
mission,and the culture takes on a life of its own becomimgre cause than effect.”
Additionally, John Gardner describes culture’s power as provjdingth constraintsand
opportunities with respect to the veain which leadershipcan be exercised.* As
children may be rebdlious to paent’'s guidance, thaeby limiting paentd influence, a
culture can be resistait to leadership’s guidance. In these cases, leaders (simila to
parents)must tread carefully but cannot afford to néect the importance of their

influence on the organization’s culture.
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Leaderswho understandhe importance of culture’s influence on performance and
the ultimate succesof their organizations are well ahead of theage. However, this
recoqition is “justthe ip of the iceberg’ For leadersltp to beeffecive, leadersnustget
benedh the surface, congently “checking the heah” of the cuture through assessent
to ensure it remans digned with dhanges in the mission or externd environment.
Leadershipmust constantlygive attention to culture in Iig of advances in technolpg
and rapid changes in our multi-polar world. Assessing culture takes an investment of
both time and effort and requires leaders to déermine objectives, ascertain vulneability,
and recognize risk.

Determining gods is thefirst step for leadership in &sesingculture Leaders must
have an idea of the culture thegvision anknow how theywantto influencethe current
culture. Kotter and Heskett, itheir book Corporate Culture and Performancsugest
that an “outsider” perspective nmigbe beneficiain determiningthe desiredculture. The
authorsstatethat those who bring fresh look from the outside provide, “that broader
view and geater emotional detachment that is so uncharacteristic of people that have

been thorougly acculturated in an oagization.”

However, leaderslon’t normally
have he benet of beng an “ousider.” Insiad, eaders who wartb accura¢ly assess
culture must “step-out” of the current conteand striveto gain a clear, unprejudiced
view in their evaluation.Leaders must look, not onbt the internal environmenbut
must also scanhie exernal envronment ensumg the organization is “on track” relative

to change. Determining gods for thecultureis themostcritical step for leadershipin the

assessment process.
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Onee leaders establish gods, they must déermine the organizaion’s vulneability to
chang and proceed with cautionln determiningvulnerability, leadership need® be
awareof potenia resstanceto cukural changs. This resstance can be desbgd as,

“. .. oppositionto the possible social and/or anjzational consequences associated with

chang.”®

Leadersmust be aware Hat they are ngor facbrs n deermining the
vulnerability to a culture chareg The leaders objectives, methodagtpgnd disposition
are equdly important to the organization’s suseptibility to change. Philip Crosby author

of Quality Wthout Tears say, “Changng a cuture s not a netter of teachng peopk a
bunch of new techniques or replacthgir behavior patterns with new ondsis a matter

of exchangng values and providingole models.” Leaders must understand the
organizaion’s vulnerability to a culture change and ther impact on theprocess if they
hope to be successful in reaching objectives.

Thefinal concernfor leadersip in assessg culture s recoguizing the risk inherent
in initiating cultural changs. When leaders take dmonestlook at their organizations,
they may determinetha a*“culture shift” is indeed required. A “culture shift,” ddfined as
“a mgor shift in attitudes, norms, satiments, bdiefs, vdues, opeating prindples and

behaviors of an oapization,”®

can be veryisky and presentgjor chalenges b leaders.
If theydecdeto proceed,daders ray need ¢ tighten heir seabelts and @t readyfor a
rough ride. However, decidinghot to tackle the challeegmayhave more devastating
consequencesThe risk inherent witlaction may be kss codly than he risk assocated
with inaction. Accordingto Philip Crosbyonly when leadership,”becomes educated and

sets out on its mission of chang the culture of the compargan it hopeto reachthe

rewards such a chaagroduces.? Ultimately, leaders ned to @sess risk in light of
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potenia rewards. Theymustbe aware, howevehatthe geaer the chang desred, te
greater the resistance expected. Sdting objectives, measuring vulnerability, and
ascertaining the risks asocated with implenenting changes to alture are dl vitally
important to leadership during the assessment process.

Given the need and acceptable risk in shifangulture, leaders must understand their
responsibilityfor spearheadinghe chang. This responsibilitytakes on two facets—
settingthe standardsn personalbehavior and convincingthers to commit to the new
culture  According to Kotta and Heskdt, “The sinde most visible factor tha
distinguishes najor cukural changs that succeed fromthose hat fail is conpeent
leadership at the tog® A leader’s actionsmay do mud moreto shge the cimate than
his words when implementing cultural shift. William Pasmore, in his boolCreating
Strategic Changehighlights the importance of he keader’s eanple. He advses éaders
to, “Walk thetalk. . . . Live what you sayand modelthe behavioryou want to seeto in
others.** Onceleader'sdeermine he “payff” i s worth the “risk,” they becone guiding
lights for a culural shift where beir exanple serves ashé geaest instrument for
promoting change.

Leadersvho embrace their responsibilityr leadingcultural changs also appreciate
thevalue of “buy-in.” Themorepeople commit to theculture thefaste its qudities will
spread. Leaders mast“sell” their ideas (verb&y and byexanple) if they expectthemto
be accepted and adoptedhe leader’s role in determininghaping and leading any
culture shift can not be denietleaderships responsibldor enthusiasticallgncouramg
othersto follow their lead—there will be few chaeg without the leader’s vision and

personal commitment to leading by example.
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Leaders who recogze the power of culre’s nfluence ompeopk, performance,and
progess can harness its ene@nd use it to pustheir organizations through difficult
times or propeit to new haghts. A hedlthy culture can seve to susten momeatum whe
“in sync” with goals or can gnerae new deasand direcion whenfacedwith chang.
Leadersneed to understand the important role thgyay in creating the cultural
environment. Recognizing this, leaders then commit to &sessingthe current aulture by
deermining gods, mesuring vulnegabilities, axd recognizing the risks inheent in
making needed changes. Findly, leaders must tle thelead in shifting culture to desired
expectationdy settingthe bestpossible eample and convincingthers to emulate their

behaviors and attitudes.

Case Study: Culture Changes in the Department of Defense

Todays Department of Defense (DOD) is the product of evolutblectinga series
of cultural changs. These chargs span rany areasand include denmographcs, joint
warfare,and leadership.Chang occurred when DOD leadership assessed theefiexi
environment,” the naiond and world alturd and political seene, and adjusta its own
culture as necessaryhe result always enhanced DOD performance.

As recentlyas WWII, the US Armed-orcesweresegegatedandleadershigpositions
wereoccuped exlusively by white males. PresdentHarry S. Truman changd that by
Executive Orda prior to the Korean War. Today's military is not onlya demogaphic
reflection of our societybut has led the way breakingdown other barriers as welln
themilitary, merit has become the standaRkegrdless of race, sexeligon, or national

origin, the best performers ideallyave the opportunityo rise to the higestlevels of
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leadership. How close is DOD to makinthe*“ideal” a completea culturalreality? Not

al culturd barriers have been broken down. However, the military remans at the
forefront of these s$sues, mast recenty by renoving the barrers b wonen serving in
combat positions. This DOD culture shift in demaegphicsdidn’t just happenput was
championedby high level leaders who provided the “horsepower” to make necessary
changs in the face of mch resstance. The nessag from leaderstp wasclear and
concise, “The DOD is going this way, you'd best be a@nuine team plagr and gt on-
board.”

Another DOD culture chang emphasies joint warfare. The military has long
recognized theneed for combineal sevice solutionsto problems requiring useof military
power’? However, the sevices consistat falure to adequaely mdd ther capabilities
led to the Goldwater-Nichols Act of 1986l his legslation forced a “culture shift” on the
Armed Forces. Doctrine now didates tha sevices will no longer fight as sepaate
entities strivingto preserve thar individudity—parochialism tekes aback seat to joint
warfighting efforts.  The seavices, led by the Charman of the Joint Chids of Stéf
(CICS), contibute their combined exyerise when andvhereneededo conplement and
enhance joint military actions. Instead of sevices providingpurdy additive effects to the
solution,theynow strive for syergstic and complimentargffects that emphasize use of
the best @pability (or combindions of @pability) available. War fighting, from systam
development and acquisition to “bombs on é&fg now bears the marks of a joint
perspective—a joint culture.

Not only hasthe DOD experienced culture shifts in demaghics and joint warfare,

it has also seen a dramatic shift in leadeship’s dtitude regarding change. Military
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editorialist, David Hackworth, agues tha the US military useal to foser the idea of
growth through failure:
Back in the old brown-shoe Armyt was no bigdealif a young leader
failed. . . . It was called ‘freedom to fail,” and it was the bestway to
learn ... Freedomto fail produced a bunch ofrgat leaders stretching
from theCivil War right up pat theKorean War. Grant, Pashing P&ton,

Halsey, LeMay and Abrams stru& out morethan atime or two before they
commanded great armi&s.

Hackworth arges that after the Koreanay this philosophyhangd with the DOD
becoming less tolerant of fallure. He argues tha, “By the time the Vietnan Wa
exploded, the corporate mareag were in charg”'* Hackworth implies tha only the
resultswere now important—not the learninthat often accompanied failurede also
contends this philosophy is still prevalent:

In the military of 1996, there’s no room for makirgn erroror being
second best.Falure means a bad mark on the efficiemeport. And in
todays military, the personnel manag are lookingor the slidntest flaw,
the smallestdefectto meettheir downsimg quotas. . . As a result, all the

youngwarriorsarewalking a veryfine line. No one wants to take chance.
No one wants to make a wave or even a ripple.one can afford to faif

Doesthis describethe current leadership culture of the DO@hMe midt agee that
in manycases it doesHowever, the DOD is figting to chang this cultural perception.
Initiatives to implement Qualityn the DOD emphas& a shift from Hackworth’s
premise—tha mistekes are not toleated. Qudity initiatives were dive and wdl in the
corporate world and the DOD saw the positive resulisieg by empowering
subordinateatthelowestlevelsto do the job the best théypow how. This meant taking
general direction from the leader on what to do, but not beinghtoWdto do it. This
poses somewhat of a risk for DOD leadershfubordinates coulgossiblygo further

than the leader intended or, worse, far enough to get the leader “in trouble.”
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However, the benefits of this leadership approach can far outwbgg risk.
LieutenantGeneralLloyd Newton,AssistantVice Chief of Staff of the Air Brce, cites a
suaessstoryfor qudity initiatives and leaders who ae willing to teke therisk. When he
took over as the Air Division Commander at Holloman Aarde Basein 1991, the
resident F-15 fighter wing was eyeriencing significant problems with enge
maintenance. Historical practces were notmeeing the needs—aplaneswere on the
ramp without engnesand the enigie shop was “backlggd” with problems. Did the
wing leaderslp jump in, mcro-manag, and “fx” the probém? Quite the contary, the
Wing Commander, Colonel “Ted” Campbell, simpbcogized the problenand asked
the worke's & the lowest level to come up with solutions. He empoweed thosemost
familiar with the problans with theauthority to aeatively fix them. Moving on from the
historical wayof doingthings, the “troops” provided creative solutiongtting the wing
back on its feet.

The “quality culture” became a realiiy this wing but only after the leadershiged
the charg! Taking a risk, Colonel Campbell providediigance on the “what” and
trustedhis peopleto provide the “how DOD qualityinitiatives address Hackworth’s
conaerns. Risk taking to facilitate growth and improvenent is dive and wdl in the
military. One of the grals of the DOD Qualitprogam is to encouraga culture shift
that will make wise risk taking by leaders and followers a way of life.

The examples above illustrate how ‘&xnal”’ forces often started tmeove towards
“culture shifts” in the DOD. In all cases, leadership led the wayd “opened the door”
for acceptanceof these chargg. Changng a culture is impossible without the

reinforcement of leaders.
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