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DEPARTMENT OF THE ARMY
US ARMY WAR COLLEGE
CARLISLE BARRACKS, PENNSYLVANIA 17013

I AAPLY NEPRN tO) 8 JUI}' 1971

STUDY ON LEADERSHIP FOR THE 1970'S

PREFACE

This study on Leadership for the 1970's was conducted by the US Amy War
College at the direction of the Chiecf of Staff., The study directive was
received from the Deputy Chief of Staff for Personnel on 21 January 1971,
All agencies and installationw that were asked to contributa to the data

base for the study gave this project their immediate and enthusisatic
support,

Our study undertook an analysls of current leadership principles and
techniquas with a view to determining the type of leadership that would
be must approprimte as the Army's personnel sustainment procedures change
from reliance on periodic draft calls to reliance on volunteer accessions.
This involved critical examination of the ‘appropriateness of the Army's
institutional concept of leadership. The data base for our study was
developed across a wide base of Army leadership. The ultimate purpose of

the Army--success {in combat--remained the overriding consideration through-
cut the study.

In accordance with our guidance from General Westmoreland, we have attempted
to produce a utllitarian report which can help commanders identify and diag-
nose leadershilp piroblems, and dlscover ways whereby leadership climate can
be improved. We offer no panacea, nor do we ignore the fact that there are
other ingredients than leadership in the formula for long~term effectiveneas
of the Army. 'The central theme of our study is that both the Army and the
soldler must see themselves as parties to an informal contract. In this
informal contract, the Army expects proficlency and disciplined response
from the soldier, The soldier, on the other hand, expects fairness, worth-
while work, and suffilcient pay from the Army. If each party to this informal
contract meets the expectations of the other, a mutually satisfactory rela-
tionship will exist--a relationship which will create the loyalty and
dedication which are the cornerstones of true discipline.

\%;,,,a../h Dome

FRANKLIN M. DAVIS, JR.
Major General, USA
Commoandant
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EXECUTIVE SUMMARY-~LEADERSHIP FOR THE 1970's

Beginning in January 1971, the US Army War College, at the direction
of General Westmoreland, ccnducted a study to determine the type of ieader-
ship that would be appropriate as the Army approached the zero-draft
conditions of the Modern Volunteer Army.

Using a carefully selected ressarch team composed of staff, faculty,
and students with appropriate leadership experience and academic expertise,
the US Army War College designed the study on the proposition that the type
of leadership appropriate for the Modern Volunteer Army (or for today's
Army, for that matter) would be leadership which, at all levels and in all
processes, would recognize and honor the terms of the "informal contract"
that comes into being between the Army and the individual when the profes-
sional soldier dedicates his life effort to an Army career. This difficult
and idealistic commitment, on the part of the organiration and the individual,
would require each to know and attempt to fulfill the legitimate expecta~-
tions of the other--the Army in terms of worthwhile work, a sufficlency of
pay, and falr and honest treatment; and the individual in terme of task
proficiency, disciplined response to direction, and full support of assigned
missions, This raciprocity of professionalism was seen as the critical
essential under those conditions where the long term effectiveness of the
Army depended upun the existence of a satisfactory relationship between the
Army as an organization and the profeasional soldier as an individual. Army
leadership was viewed as the mediating influence=-the context within which
and by which the informal contract is supported or negated.

The 18-man research team, using a sclentifically designed questionnaire
and group interview techniques, collected data from 1,800 individuals,
representing a broad base of Army leadership up to and including B-10 per-
cent of the Army's general officers. The data, analyzed quantitatively by
computer and qualitatively by content analysis techniques, aspoke significantly
in terms of the expectations of the organization and the individual, repre-
sented respectively by the perspectives of superior and subordinate.

The findings show dramatically that the Army's time-honored Principles
of Leadership are accepted overwhelmingly by leaders at all levels as
appropriate for the coming decade. The data show further, ! uowever, that
there are serious deficlencies in the application of the piinciplea=--
deficienclies which, through the study findings, can be identified precisely
by grade level, by perspective, and by specific kinds of leadership behavior;
and which evidence unrecognized fallures by one or both parties to meet the
expectations of the informal contract, The same data, reciprocally, using
satisfaction with Army leadership as a criterion, identify with identical
precision the leadership behavior necessary to produce a condition wherein

11
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the legitimate expectations of the organization and the individual are
perceived as being fairly met--this condition being the essential pre-

requisite to a satisfactory relationship between the Army and the
professional soldier,

A listing of abbreviated statements of findings and abbreviated
statements of solution concepts follow. . ’

—— ’:,) -y ) ! o B L ) A
AN

ABBREVIAIEb STATEMENTS OF FINDINGS
"~ OF USAWC LEADERSHIP STUDY

1. THE STUDY METHODOLOGY 1S A RELIABLE DEVICE TOR MEASURING LEADERSHIP
EFFECTIVENESS AND DIAGNOSING PROBLEMS,

2. QEGREE OF SATISFACTION WITH ARMY LEADERSHIP VARIES SIGNIFICANTLY BY
"GRADE LEVEL (HIGHER GRADE, HIGHER SATISFACTION), VARIES ONLY SLIGHTLY

BEIWEEN COMBAT AND NONCOMBAT CONDITIONS, AND DOES NOT VARY BY RACIAL
GROUP, (i-(f

3. 1IN GENERAL, SOLDIERS ARE SATISFIED WITH LEADERSHIP IN BASIC TRAINING
AND DISSATISFIED WITH LEADERSHIP IN ADVANCED INDIVIDUAL TRAINING.

(SOLDIERS ARE DISAPPOINTED IF HIGH STANDARDS OF PERFORMANCE ARE NOT
SET AND MAINTAINED.)

4, OUR LEADERSHIP PRINCIPLES (AND THE INSTITUTLONAL CONCEPT THEY EXPRESS)
! ARE VALID, AND APPROPRIATE FOR THE 1970'S,

5. THE PERCEPTION OF THE RELATIVE IMPORTANCE OF SPECIFIC LEADERSHIP
. PRINCIPLES VARIES AMONG GRADE LEVELS,

6., THE APPLICATION OF LEADERSHIP PRINCIPLES IS DEFECTIVE IN SEVERAL
RESPECTS WHICH HAVE BEEN IDENTIFIED BY GRADE LEVELS AND PERSPECTIVE
(SUPERIOR, SUBORDINATE, SELF) IN TERMS OF SPECIFIC BEHAVIOR,

7. A MAJOR DIFFICULTY IN APPLYING CORRECTLY THE PRINCIPLES OF LEADERSHIP
18 THE FREQUENT MISPERCEPTION OF HOW WELL ONE'S OWN LEADERSHIP 18
MEETING THE LEADERSHIP EXPECTATIONS OF SUPERIOR AND/OR SUBORDINATE

(INDIVIDUALS CONSISTENTLY PKRCEIVE THEIR OWM SHORTFALLS AS LESS THAN
SUPERLIORS OR SUBORDINATES PERCEIVE THEM TO BE),

B. CHERTAIN ITEMS OF LEADER BEHAVIOR FOR EACH GRADE LEVEL HAVE HIGH
POTENTIAL FOR SIGNIFICANT IMPROVEMENTS IN OVERALL LEADERSHIP

KFFUCTIVENESS IN RETURN FOR A SMALL IMPROVEMENT IN THE PARTICULAR
BEHAVINR,

9, SEVERAL FACTORS WERE FOUND TO BE COMPOUNDING THE PROBLEM OF APPLYING
CORRECTLY THE PRINCIPLES OF LEADERSHIP:
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‘~A.“;£EADERS' PERCEPTION OF THE CURRENT SYSTEM OF MILITARY JUSTICE AS
IMPEDING THEIR ABILITY TO ENFORCE STANDARDS ,

bt ol

!

{ )

1 B« DIVERSION OF SOLDIERS FROM PRIMARY DUTIES BY DETAILS AND LEVIES,
! i C. MISUSE OF SOLDIERS' TIME,

. . D.. LACK OF AUTHORITY TO REWARD GOOD PERFORMANCE WITH TIME OFF;

. FEELING BY JUNIOR DFFICERS AND JUNIOR NCO'S WITH PRIMARILY VIETNAM
EXPERIENCE THAT THEY ARE ILL-PREPARED FOR PEACETIME LEADERSHIQ}

P,
e knebete o A oS b S NI sl e —

i 'F. APPARENTLY WIDE VARIATION IN THE STANDARDS BY WHICH GENERAL !
. OFFICERS MEASURE LEADERSHIP EFFECTIVENESS OF THEIR SUBORDINATES, *

f G. SIGNIFICANT DEFECTS (LACK OF COMMUNICATION, INATTENTION TO HUMAN
* NEEDS, ETC.) IN THE PROFESSIONAL CLIMATE CORROBORATING FINDINGS
OF OTHER PERTINENT RECENT STUDIES OF THE MILITARY ORGANIZATION.

(RPN P PO P )

10. THE OVERALL ATTITUDE TOWARD THE MVA CONCEPT WAS MODERATELY FAVORABLE
"ALTHOUGH THERE WERE WIDE VARIATIONS WITHIN AND BETWEEN GRADE LEVELS.

ABBREVIATED STATEMENTS OF SOLUTION CONCEPTS
OF USAWC LEADERSHIP STUDY

o o
1

1, USE THE MAIN FEATURES OF THIS STUDY ON AN ARMY-WIDE SCALE TO PROVIDE: : 3

A. THE INDIVIDUAL AND ORGANIZATIONAL BENEFITS ACCRUING FROM PARTICIPA- T ¥ -
TORY RESEARCH. : E

Y : B, DIAGNOSTIC INFORMATION APPLICABLE TO INDIVIDUAL AND ORGANIZATIONAL
LEADERSHIP IMPROVEMENT,

D. A BROADENED DATA BANK OF INFORMATION TO BE USED BY ARMY PLANNERS,
EDUCATORS, AND RESEARCHERS.

. i 2, MAKE WIDE DISTRIBUTION OF SELKCTED PORTIONS OF THIS STUDY AS A MEANS §
el OF PROVIDING, BY LEVEL, DIAGNOSES OF LEADKRSHIP PROBLEMS AND PRESCRIP- ¢
. TIONS FOR LEADERSHIP IMPROVEMENT, ’ :

t q ; 3. CONDUCT SCTENTIFIC S$TUDY OF 'THE ATTITUDES, VALUES, AND CONCEPTS OT

i; ' LEADERSHIP HELD BY OFFICKRS AT 06 AND HIGHER GRADES,
' . 4, REVISE LEADERSHIP INSTRUCI'ION CONCEPTS WITHIN THE ARMY SCHOOL SYSTEM

qt : TO ENSURE THAT CONTEMPORARY SCIENTIFIC APPROACHES TO THIS SUBJECT ARE i 2
f; BEING EXPLOITED, i 3

<




5. ESTABLISH AN EXTENSIVE AND PROGRESSIVE PROGRAM OF ACADEMIC AND TECHNTCAL
EDUCATION FOR CAREER NCO'S,

6. BEGIN DEVELOPMENT OF A PROGRAM OF 'CDACHING'" DESIGNED TO ENHANCE COM-
MUNICATION AND UNDERSTANDING OF SPECIFIC EXPECTATIONS BETWEEN SUPERIOR
AND SUBORDINATE,

7. PROVIDE STAFF MEMBERS (MILITARY) WHO ARE FORMALLY TRAINED IN THE
SCIENTIFIC STUDY OF LEADERSHIP AND INTERPERSONAL RELATIONS TO ALL
ARMY SCHOOLS AND STAFF SECTIONS DEALING WITH THEORETICAL OR PRACTICAL
LEADERSHIP EDUCATION OR TRAINING.

8. PRECLUDE EVOLUTION OF AN "ANTI~LEADERSHIP'" SYNDROME BY ENSURING QUALITY
CONTROL OF LEADERSHIP STUDY ACTIVITIES THROUGH CENTRALIZED COORDINATION
OF FIELD SURVEY OPERATIONS.

The support for each finding and the rationale for each solution concept
are explained in detail in the accompanying abbreviated report.
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ABBREVIATED REPORT

LEADERSHIP FOR THE 1970's



ABBREVIATED REPURT-~LEADERSHIP FOR THE 1970's
INTRODUCTION

In January of this year, General Westmoreland asked the Army War
College to undertake & study of the validity of the Army's concept of
leadership for the years ahead--particularly in light of the mcve
toward a zero~draft enviromment. The Chief of Staff approved the
study design in March, The major findings of the atudy were presented
to the Chief of Staff on 3 June, and to the Secretary of the Army and
the Army Policy Council on 16 June, This Abbreviated Report provides
the highlights of the AWC Leadership Study--the methodology employed,
the principal results obtalned, and the action concepts whereby the .
results can be used to the benefit of Army leadership. '

The study was conducted by a selected team of AWC students and
faculty members. Over 60 students volunteered to assist in the project,
and the 18 selected represented a wealth of enthusiastic talent in terms
of recent practical leadership experience as well as education in the
variety of academic disciplines specifically required for conduct of
the study.

From the outset of the study effort, the team kept In close touch
with elements of the Army which have a major continuing interest in the
practical and theoretical study of leadership, The United States
Military Academy, the Infantry School, and the Leadership Research
Unit of the Human Resources Research Organlzation (HumRRO) were among
these agencies. Additionally, the study team sought the advice of
¢ivilian scientists recognizad in the academic community as authorities
in the investigation of leadership and related areas: D, R, Penner,

R. M. Likert, R. M. Stogd?1l, D, G, Bowers, C., R, Moskos, T, O, Jacobs,
and others,

As the study progressed and 1ts potential utility became clear,
close liaison was established and maintained with the CONARC Leadership
Board, organized at Fort Brapgg in May at the direction of General
Westmoreland. The CONARC Leadershlp Board, headed by Brigadier General
Henry C. Emerson, has incorporated the method and findings of the AWC
study into its seminar program. This program will send carefully
selected and trained leadership seminar teams to posts Army-wide during
the summer and early fall of 1971, the ldea being to ask Army leaders
to reflect upon the specific problems and opportunitied of leadership
as the Army moves toward a zero-draft cond{tion.

This Abbreviated Report, then, is designed to provide insight into
a carefully controlled, sclentific study of the concepts, problems, and
opportuntities of contemporary Army leadership--problems and opportunities
whose preclse delineation can be a major asset in the Army's continuing
effort to provide the soldier with the best posslble leadershlp.

L T G G, 3 o
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RESEARCH OBJECTI1VE.

The research objective in the AWC study was to determine the type
of leadership that would te most appropriate as the Army's personnel
sustalnment procedures changed from reliance on periodic draft calls to
reliance on vnlunteer accessions, Inasmuch as Army leadership policy
and practice have developed for almost 20 years in &an envirorment
where personnel sustainment was insured by conscription, there was guod
reason to believe that a "zero-draft'" condition would present leadership
challenges sufficiently different to warrant some modifications of
exieting leadership practices. Accordingly, a derivative objective of
the AWC study was to asse¢ss the validity of the Army's institutional
concept of leadership, reflected ln the commonly accepted 11 Principles
of Leadership, and, should this concept and these principles appear
inappropriate or to some degree deficient to the leadership raquiremeuts
of a zero-draft condition, to determine the concept and principles that
would be uppropriate. The ultimate purpose of the Army--success in
combat--remained the single overriding consideration in both study
design and execution.

CRITICAL QUESTIONS

* WHAT KIND OF LEADERSHIP 1S APPROPRIATE FOR MODERN VOLUNTEER ARMY?
% TO WHAT EXTENT WILL EXISTING PRINCIPLES MEET REQUIREMENTS?

% WHAT GROUP OF LEADERSHIP PRINCIPLES AND BEHAVIORS WILL
MEET REQUIREMENTS?

ETHODOLOGICA
GUIDELINES

@ CONDUCT STUDY ACROSS A WIDE BASE OF ARMY LEADERSHIP. . .

@ EMPLOY THE METHODOLOGY OF THE PROFESSIONALISM STUDY. ..

@ PRODUCE A UTILITARIAN REPCRT.

FIGURE 1. CRITICAL QUESTIONS AND METHODOLOGICAL GUIDELINES
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GUIDANCE.,

The Chief of Staff provided certain guidance for the conduct of
the study. First, the study was to be conducted across a wide base of
Army leadership. Second, the study was to employ the methodology of
the Professionalism Study--an introspective study of Army ufficer values
and standards directed by General Westmoreland and completed by the US
Army War College in the summer of 1970--which used both objective and
subjective mathods of data generation, Finally, the study was to produce
utilitarian results which could be applied readily to Army leadership
without the requirement for additional studies or extensive in'.erpreta-
tion of theoretical findings.

RESEARCH STRATEGY.

The overall design or research strategy for the study was built
upon two principal concepts or ideas: the "informal contract" and
"leadership climate." Both concepts have been and are the focus of
extensive research and theory by those scientists engaged in the study
of large organizations.

The Informal Contract. The idea of the informal contract sddresses
the relationship between the organization and the .ndividual who is &
member of that organization, The organization hars certain needs or
expectations of the individual, It expects, for example, job proficiency
and disciplined response., The individual has expectations as well.

He expects, for example, sufficiency of pay, worthwhile work, and
respect for his dignity as an individual. Both parties must pay off
on the contract--each in terms of what the other expects. If both
parties participate fairly in stating and meeting the terms of the
contract, then a satisfactory relationship will exist between the two.
Without this satisfactory relationship, and without such external
options as conscription or detention, the individual--the lifeblood of
the organization--can be neither attracted nor retained. Thus the
informal contract appears to be an eapecially pertinent factor as the
Army moves to a zero~draft enviromment. The concept is by no means a
new one, and it has always been a feature of Army leadership; its
significance fnr leadership in the 1970's, how.ver, 1s increased vanstly
by a4 zero-draft condition,

Leadership Climate. Army leadership can be viewed as the organi-
zat lonal mechanism which mediates the informal contract. Army leadership
must represent both parties to the contract--the organization and the
individual, the superior and the subordinate, the accomplishment of the
mission and the welfare of the men. Army leadership, functioning in
this sense througliout the entire organization and at all levels, must
therefore be viewed in its entirety--all of its levels and all of the

iy




procesdes which interconnect those levels: authority, communication,

discipline, loyalty, direction, and dedicatfion, to name a few. This view

of leadership as a totality can be represented by the term 'leadership .
climate,”" and it is within the context of this leadership climate that !
the informal contract is supported or negated.

b e e A s

Central Theme. By utilizing the two organizational concepts of
informal contract and leadership climate, it was possible to derive a
central theme or hypothesis which would serve as the basis for the
detailed design of the study. This theme or hypothesis answered
tentatively the primary research objective of the study and can be
| stated as follows!

-

THE LEADERSHIP MOST APPROPRIATE FOR THE 1970'S IS
THAT WHICH PRODUCES A TOTAL LEADERSHIP CLIMATE
CHARACTERIZED BY RECOGNITION AND FULFILLMENT OF
THE INFORMAL CONTRACT IN ORDER TO INSURE MISSION
ACCOMPLISHMENT OVER THE LONG TERM.

RESEARCH DESIGN.

To achieve the research objective, the study was designed to employ

the organizational concepts just discussed as well as adhere to the i

guidance given by thae Chief of Staff. An understanding of two of these

| design features 1s essential to undevstanding the findings of the study L
and the methodology amployed, bk

Leadership Behavior. In treating the subject of leadership, the
b stuldy utilized a more specific description of leadership than that

‘ i trepresented by statements of the 1l principles. In the middle 1950's,
some milestone academic research at Ohlio State University succeeded in
isolating and describing in detail those things that an individual does
which constitute actual leadership behavior. The original research
listed approximately 150 items of human activity that represented

A leadership behavior., Subsequent research validated these early findings,
N reduced the list to fewer items, and showed conclusively that, using
A the proper methods, it was possible to separate observable human behavior

into leadership and nonleadership activities., The study was repeated
and the results held across many different organizational environments!
academic, military, industrial, and goverumental. To provide a working
description of leadership, and a means of representing the application
of leadership principles, the USAWC team employed a list of 43 items of
leadership behavior, derived from the research just discussed, and -
adapted to the military environment. (These items will be discussed in v
detail in a subsequent section.,) This design feature reduced considerably

the generality and subjectivity normally associated with the study of

leadership and provided a commonly understood operational definition of T
leadership for collection of data and analysis of results, '

ebe b SR
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Perspectives of Leadership. Considerable research eatablishes the
fact that the impact and effectivenses of leadership vary greatly as a
function of the perspective from which leadership is viewed. The
company commander's view of the leadership of the platoon leader may
differ markedly from that of the men of the platoon. And the pliatoon
leader's view of his own leadership may differ aven further, Each
perspective has its own inherent bias. The superior is predisposed to
look for results, for mission accomplishment. The subordinate, on the
other hand, is particulatly sensitive to leadership practices which
affect, or appear to affect, his own welfare. And the leader himself,
viewing his own leadership, has the natural human tendeéncy to c¢verlook
or rationalize his own weaknesses and errors, These common, normal facts
of human perception dictated that the study design employ a "tri-focal
view of leadership in order to obtain a complete and useful picture of
leadership at any selected level. This tri-focal view, then, could.
provide a combined description and assessment of leadership from the
viewpolnts of three individuals: the individual responsible for the
results of the leadership (the superior); the individual who was the
recipient of the leadership precess (the subordinate); and the individual
who was actually applying the leadership process (the leader himself).
In application, the results of this three dimeneion view would enable )
the leader to sce himself as others see¢ him, A moment's raflection will
show that this tri-focal view also can give a valid representation of
the two principal features of the Army's institutional concept of
leadership: the accomplishuent of the mission, and consideration of
the welfare of the men., Further, this tri-focal view is esmential t

an objective study of the terms and execution of the informal contract
previously discussed,

DATA BASE.

Documentary Regearch. Development of the data base for this study
began with the initiation of a comprchensive survey of existing literature.
This documentary research effort covered military publications, pericdi=-
cals, and the literature of the pertinent academic disciplines, This
effort continued throughout the duration of the study. The annotated
bibliography (Annex A) contains 3 carefully selected list of documents,
each of which is concisely summarized, and each of which coutributed in
some measure to the total study effort, ‘TIwo of the references ate of
central impoirtance both to this atudy and to the study of leadership
in general: DA Pamphlet, 600-15, Leadership at Senlor Levels of Command;
and Leaderghip and Exchange in Formal Organizations, written by Dr. T. 0.
Jacobs of Fort Benning's lLeadersiiin Rewearch Unit (HumRRO) and based
upon an exhaustive survey of much of the leradership research of the
past 25 years.




' Field Survey. The second major input to the data base was the

: information collected by an 18-man field survey team. Members of this
team visited 17 posts throughout CONUS and obtained both quantitative
and qualitative data from a group of approximatuly 1800 individuals of s
all grade levels from private to general officer. !
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.
; ;1 Data were obtained by two means! questionnaire and group interview. '
A30 The questionnaire was carefully designed and pretested and was adminis- i
' ‘fl tered not by uncontrolled random questionnairing, but by team members ;
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who personally explained the questionnaire to each respondent group,
A then remained on hand to answer questions as the individual completed
.g } the items. The questionnaire collected quantitative data in five
| i major areas: demographic characteristics of the individual; relative
importance of the principles of leadership; attitude toward the Modern
; Voluntaer Army concept; satisfaction with Army leadership; and detailed
: description of leadership in the individual's last duty assignment,
| For this last major area, three different versions of the questionnaire
{ were employed. All versions asked the same questiones about leadevship
in the last assignment, but each of the three versions asked the
respondent to assume one of three perspectivés in describing leadetship.
Of the 1800 respondents, one-third answered questions regarding the .
leaderghip behavior of their immediate superior in their last assign- e
g | - ment, one-third their immediate subordinate (neither the best nor the E
5 1 . worat, but one they knew well), and one-third their own leadership in

their last assignment, The data thus obtained provided tha tri-focal
: . view of leadership mentioned earlier,
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Members of the survey team who had been trained in interview
techniques conducted group interviews with approximately 450 of the
individuals who completed the quaestionnaires, with each of the thrae
perspectives being equally represented. These group interviews were
"focused interviaws' in that a common agenda was amployed:

1. What are the leadership problems at your grade level?

2. What do you expect of the leadership of your immediate superiors?
Your immediate subordinates? Your contemporaries and yourself?

In essaence, the questionnaire provided quantitative data that could
be studied by computer--by descriptive and analytical statistics. The
interview, based upon the same rassarch design, provided qualitative,
subjective information which added additional meaning to the quantitative,
statigtical data,
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