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ABSTRACT /

i‘ B

Military managers are confronted with different 586 17
situational leadershilp roles due to the wide range of their
| assignments, Consequently, the military leadership style -
should be reevaluated particularly in light of some of the
following causative factonsywhich affeotsleadership styles:
organizational contributors;fsooiological faotors, civilian-
ization, and futuristic trends. Several styles of leadership
from the literature are diecussed which are tailored to meet
specific leadership situations. A natural leadership style
is proposed for the military manager which is comprised of
the following elements: 1individual adaptation, mission-
orientation, role-playing, shared-power, and the integrative

role, Finally, some limitations are pointed out in the

advocacy or acceptance of a specific leadership style.



Introduction

Todays military manager is faced with a range of situa-
tional leadershiﬁ roles which is perhaps unhearlded in any
other managerial circles. The range of asslignments an active
duty officer may expect throughout his career may include
operational biilets in a cdmbat zoné to Washington duty. 1In
the same vein, personnel interaction may vary from an almost
total military environment to a civilian one. This wide
range of duty assignments will tax the flexibility and
adaptability of all military managers. Consequently, an
officer should take a close 1003 ablhig leadership style --
"his predictable ways of coping.with the realities of the
work environment.“1 Incgeasing demahas will be placed on all
levels of military mqnagefs in;the futureidue to teéhnological
and social éhanges ﬁhich-aécording to some sources will require
differential leadership styles.” An attempt will be made in
this paper to‘address*tng_military_1ea&ership;sty1e by:

(1) considering some of.%heiéadéative facfdrgﬂaffecting
leadership, (2) identifying severél élasses of leadership
styles, (3) providing. an approach to the leadership style
dilemma, and (4) recognizing the 1imitations.inherent in any
specific approach. \

Changing Times

Organizational change within the military establishment
centered around the human resources aspect has been one of the
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predominant factors affecting the managerial role of the
officer corps. Consider, for example, the impact of the
deluge of Z-grams after Admiral Zumwalt's ascension to the CNO. {F{
A rather staid and stogy Navy, bounded by years 6f tradition ff'“ ¢
and experience, was suddenly shelled with buzz words from the [iif
vehavioral scientist's.lexicon., The rights, dignity, and P
worth of the individual”seemed-to'tfanscen¢ the Navy's mission
which eventually_résuited in sﬁbsequent messages reempha-
sizing the paramount purpose'ofzthe Navy. The important point
s that the Z-grams weré;‘in essence, the onset of partici-
pative managemenf in"thévNavy. The traditional chain-of-
command communications frém senior to subordinate, down the
ling, was forshorteneQ'through-thejmass gommunications media.
All levels of the Navy, down to the newest recruit, were
afforded the opportunity to read, evaluate, and interpret
the import of each and every Z-gram, Needless to say, confusion
was rampant among military managers resulting in a wide range
of individual command actions until some semblance of order
was eventually reestablished.

| Another important organizational change affect;ng the
military manager's leadership style is the All-Volunteer Force.
The unknown varlables concerning these personnel recruited
under this concept include the numbers and quality of the per-

sonnel, the fulfillment of thelr hopes and expectations from

the recruiting process, and their eventual contribution in an
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environment where personnel strength may be slashed to fund
various program mixes under austere funding. Military leader-
ship will be faced with the dichotomy of satisfying personnel
demands and at the same time with maintaining a meximum state °
of operational readiness with dwindling resources. The possi-
bllity also exists that personnel may remain on active duty
longer with the resultant efféct of é more stable and mature
personnel structure which could conceivably enhance the pro-
fessionalism of the Navy. 1In any event, the officer's percep-
tion of these new recruits and how he reacts to their attitudes
towards the Navy will have considerable impact on their
acclimation and eventual retention in the service,

A third organizational change which bothers many commanding
officers 1s the increasing limitations of non-judicial punish-
ment. No longer does "Captain's Mast" have the traditional
awe which undoubtedly acted as a damper on violations of the
‘UCMJ.. The recommended approach appears to be centered around
heading off trouble before it gets started through consulta-
tion, grievance hearings, and periodic committee reviews,

This behavior modification approach to solving disciplinary
problems is time-consuming, frustrating, and sometimes
unsuccessfull -- but a necessary technique in this period of
enlightened management, At the same time; there presently
appears to be a shift back towards some of;the fundamental
approaches to behavioral responsibility where the individual

owns up to his own actions rather than changing the organiza-
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tion to suit the individual, These apparent shifts in organ-

izational intent cannot go ﬁﬁﬁotice& bﬁﬂtﬁe astute officer

who has to renew and re§1rect:hi§ energies tq‘diffepent

nuances of similar beﬁaviafal‘ﬁrobléms émong military perSonnel.
Finally, the last organizational contributor which will’

be considered is prﬁject management -« the mechanism through

which the services manage the development, acquisition, and

support of major weapon systems. The framework within which

an officer operates iq this type of organization is a novel

experience for the newly initiated. No longer is authority

derived from a direct line position; except within the project

itself, The modus operandl of a manager in a project office

is dependent upon his technical ability, forcefulness, initia-

e bhad W Tl(,f's«m(i

.tive, and communication skills to impose his direction and

desires on other individuals and activities who are not under

his control. For an indivf@ual used to operating in a conven-

tional military liné organization, the apparent lack of authority,

responsivenegs, and Y“can do" attitudes bf the players, is a

confusing experience often leading to personal frustration,

stress; and strain. The military manager's aftitude‘in this

positiog can be positive and open by learning thglygpes on how

bestlto-work within the bureaucratic system or, conversely he

can take a negative approach by resting on his laurels and

regale in his sea stories until his tour is over. Obviously,

the latter épproach is one which the services can i1l1ll afford.
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There are a number of sociological factors which should
cause most officers to reassess their leadership style. VWhile
these factors primarily affect the older managers, they apply'
equally to the new officer.who may have been attracted to the
services because the organizational conservatism and norms
were consistent with his own, Ono of these factors is the
civilian attitudes and perceptions-Of the younger generation
entering the services In the early 1960'5, Likert stated
that people are 1ess w1111ng to accept the;close supervision
and pressures which existed during’the SO'S.3 A variant of this
outlook today could be tersely phrased - "do your own thing."
The apparent implicatlon of thlS phraseology approach to the
work ethic is that conformity and following orders will be
accepted with less alacrity than in years past. But in reviewing
the changes in the social structure and expansion in mass
communlcatlons, todayé youth have been exposed to a range of
V1car10us experiences which has resulted in both more sophisti-
cated and better educated individuals than previous new acces-

_ sions; Additionally, these new Navy men and women are generally
more articulate and outspoken on issues which have personal
consequences, In their youthful haste for quicker,response
time, there is an increased tendency for bypassing the tradi-
tional chain-of-command and a desire to rap with ;the man,"
Small wonder why a commanding officer today probably considers

himself more of a personnel manager rather than a warfighter.



Wwhile this illustration 4id not apply across-the-board to all
military organizations, it is indicetive of the throes fhe
Navy was going through to accommodate the nuances of particié
pative management. For the middle manager, in particular,
the message was quite clear that the traditional management
techniques were not working.

The advent of equality for women has particular signifi-
cance for todays milifary manager. In the enlisted ranks the
previous sex barriers which prevented entry into most rates
is slowly disappearing. Wave officers are now called women
officers and it is not inconceivable that in'the future there
will be only officers differentiated only by the obvious social
amenities. ﬁurthermore, women military personnel can expect
that "equal pay for equal work" will be extended to practically
all levels in the forseeaele future. As the number of highly
quelified women offieers_enter_the various managerial ranks,
competition will becomé keenef and:adap£ation to understanding
a broader range of viewpoinfs will become more, important.

A causative facton'of_;ncreasipg popﬁibns which affects
the military leadership sfyle is ﬁhe trend towards civiliani-
zation in the defense establisemept. Cftentimes, civilian
personnel are stereotyped by our more nafrow-minded colleagues
as "do-nothing sandcrabs" who put in thelr eight hours a day.
This generalization does not apply across-the-=board and many

dedicated civilian personnel take work home or work overtime



without accepting'cqmpensatOry tmméQOff. The officer who has
any preconceived nbtions aboqt-civilian ﬁersonnel or othef
predispositions is due‘tér a!rﬁde éwakening. One obvious

source of organizational stress 1s that a military manager
spends two or éométimes @hree ygars ih an assignment while the
less mobile civilian prdvidésjthe 6fganizational éontinuity _
and stability. There is the inherent tendency for a new
manager to change the éysfem,“ofteﬂtimes for short-term goals,
without realizing that only lip service is provided to these
changes. The initial perception of many civilians of long-

time standing is that the military manager lacks the technical
ability to automatically take-over a new job. ' The military
manager who has the ability or background to move into a new

job involving civilian personnel will find negative interaction
minimized. Whether working with, for, or over civilian
personnel, the trappings of military rank are far less important
than the ability to exchange ideas in a give-and-take atmos-
phere, Moving into a quasi-civilian environment requires that
a military manager take a serious reevaluation of his leadership
style assets.

Another aspect of the c¢ivilian side of the house which
affects military managers is labor-management relations.
Curiously enough, this area is considered by many officers as
the civilian personnel manager's domain. However, any activity

which has a contract with a labor union will eventuélly have



union leaders knocking at the door of the top managers,
oftentimes military, to discuss personnel grievances, working
conditions, and management favoritism -- just to name a few.
This area of human relations is time-consuming, frustrating,
and seems non-mission oriented. However, on the positive side
labor-management relations can be used as a tool to check the
pulse of the system -- the personnel morale,-productivity
problems, management system weaknesses, etc. .In addition, it
provides the military manager an opportunity to spread his
viewpoints and positions via the informed organization. ‘The
officer who has had the opportunity to sit at a labor-
management negotiation table, as the author, is doubly re-
warded -- not only for the experience it provides but also to
observe and participate in the interplay among a variety of
adversary forces and techniques. The trend towards increasing
~unionization of federal employees,‘particularly white;collar
workers, poses a challenging area for further managerial role
rlaying and leadership. ‘ “

In looking futuristically there isiartendency to linearly
extrapolate what we know today to predicf or éstimate.where
new military leadership probleméAwill lax. This is not
feasible due to the cyclical changes which occur throughout
the years caused by the changeﬁver in top Navy manégement'
and the ever-changing impact of the civilian social structure.

However, there are two areas of_particﬁiar significance which
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could conceivably add another dimension to military leader-
ship styles. First, it is not unrealistic to predict that
federal employees will either through legal means or through
overt action demand the "right to strike." Although there

are currently strong sanctions againsf strikes by local, state,
or federal employees, the'crippling effects of strikes by

city and state workers has already occurred. Some forelign
governments have also been practically brought to a standstill,
by the walkout of government employees. Needless to say,
military leadership of the future must find ways to avert
strikes rather than sit passively by after their occurrence.
Secondly, the possibility of enlisted unionization, while
perhaps somewhat distant, is a diétinct possibility particularly
if relatively peaceful conditions continue under detente or
the SALT negotiations result in mutually acceptable conditions.
The West German Navy has experiehced enlisted unionization
which could spread to other navies of the western world
including our own. If and when it occurs, hopefully military
leadership will have learned the lessons of the past and not
bury their heads in the sand and hope 'somehow the issue will,
pass, The earlier military leaderéhipxrecognizes a problem and
takes affirmative action the gooneffit,goés.away.

Styles of Leadership

While the causative'féépofs%which'afféct military leader-

ship style provide a convenient frame'of'reference1uthe



literature is replete with examples of specific leadership
styles to guide all managers in a variety of situational roles.
The classical styles of leadership are identified by Sutelr'mt-:*:'Lster-LP
as autocratic, laissez faire, and democratic. An autocratic
leadership style, usually typified by the military, is
characterized by a leader who independently determines policy,
makes his own decisions, assumes full responsibility, and
expects complete obedience in following orders., In manage-
ment parlance the autocratic leader is production-oriented
with little to no concern about beople. In lalissez faire
leadership, the leader provides the materials and lets the
individuals or group make the decisions with little control

or set limitations, One of the obvious weaknesses of a laissez
falre leadership style is the inherent danger of individuals
proceeding in different directions. The ﬁemocratic leader
encourages goal setting and group or individual contribution
of ideas and suggestions. This people-centered approacﬂ is
based on democratic principles but generally requires per-
sonnel with a higher lével of education who can handle a .
greater degree of freedom from control. Some of the dis-
advantages of democfgtic'1eadefship\sty1e are that better
communicatiqnsuéﬁd coordination aré required and a higher
gquality leader is néceééar& }oflinteraction in this participa=-
tive management .approach. Depending-upon the nature and

requlirements of the méhagerialwsipuation; the needs, goals,
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and expectations of individﬁals; and the level of leadership
skill; different‘leadership étyles‘méy'héVe different conse-
guences for organizational effectiveness.5

Another example'considers a combination of leadership
styles such as the continum of leadership styles proposed by
Tannenbaum and Schmidt.6 Seven‘gradations of styles ranging
from boss-centered 1eadérship, in which the manager makes the
decision and announces it, to the other extreme of subordingte-
centered leadership where the manager permits subordinates to
function within definable limits. The manager must be honegt
in describing what authority he is keeping and what role he
is asking subordinates to assume in solving a particular
problem., In addition the managér ad justs his leadership style
in light of his perception of the job situation, A somewhat
different approach is taken by Fiedler7 in the development
of a contingency model. He asks the question "What kind of
leadership style for which situation" or put another way he
advocates fitting the leadership job to the man. This engineer-
ing approach depends on a predictor called the least preferred
co-worker {LPC) measure which the manager subjectively deter-
mines for a particular job situation. Based on a relative ‘
rating scale, a manager can assess the interaction of his
leadership style and the situational favorableness. 1In
apprlying his contingency model of effective leadership to

twenty five diverse investigations, including small military

4
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units, Fiedler conclu&ed that clear evidence existed that
situational components determine, in part, the type of leader-
ship style that a particular group requires for effective
performance.8

Loygh and Lawrence note in their book entitled Organiza-

tion and Environment that the literature suggests the utilitytd

of dlvergent managerial styles with a concomitant focus on the
one best way to organize in ail situations.9 They propose an
integrative style of leadership where integrators are charged
with collaboration among departments to achievé unity of
effort through the demands of the environment.!® These
integrators are, in essence, project managers who serve as

a linking pin between highly differentiated functional special-
ists. The authors suggest that an effecﬁive integrator is

one who can assume the thought procésées and behavioral pat-
terns of those with whom he works in order to 1mprove communi -
cations between departments and thus help solve interdepart-

mental disagreements.11

One apparent danger in this approach
is an integrator who is too empathetic would éo@ﬁ lose the
independéncﬁ of his role. Assuming an integrative leade;ship
stjle requires individuals with broad knBWiédgé to deal with
orientational ways of thinking and the ability to strike a
good balance between the extremes of specialized departments.12
The last leadership style to be considered is based on
personal observation of military leadership under a variety

of situational roles. Labelled "a crisis leadership style"
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for lack of betser words, it seems to characterize military
leadership for putting out fires or getting a job done on
time. This style is understandable under some operational
situations, but there is a strong tendency for carry-over
into the confiaes of shore-based activitlies in a peacetime
environment. Generally speaking, crisis style leadership\is
indicative of a lack of planning particularly noteworthy
during late Friday afternoon flaps. Another characteristic
of this style is the "shot gun'" approach where more than

one lewer level military manager will be assligned the same
task, perhaps to insure overkill, to satisfy the higher level
manager of the desired results., Inevitably, this latter
approach results in wasted manhours and conslderable frustra-
tion for the competing parties. A better technique would

be to assign one man a task, and ﬁoldihim accountable, rather

than ruming off in several directions.at the same time.

An Approach T ' Ly

Leadership styles‘baSed;oa theor} are bftehtihes developed
in the intellectual atmosahere of a-cellege 1aboratory
untroubled by the usual pressures of a, Job 51tuat10n. How=
ever, a good theory can be’ used to organlze numerous research
findings and serve as a basis for generallzing good research. 13
But management is a highly individuallzed art and what
leadership style works for one manager in a particular situa-

tion may not produce the desired results for another manager
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in a similar situation, or even the same manager in a

different situation.lq

?hep@ is no.one.best way to manage
and no one managerial style is infallible; hence it is pro-

posed that a natural leadership stylel5 consistent with the

manager's own unique personality to exercise authority in
a way which is appropriate to the characteristics of the
situation and the people involved.

The natural leadership style is not intended to be a
simplistic model but rather it provides a practicél framework
within which the milltary manager can adjust to:changing
leadership roleé. As such, this style takes into considera-
tion the key elements for the various situations in which

todays military manager is confronted, Perhaps foremost among

these elements is individual adaptation which takes into
account the expectations, values, and interpersonal skills of
the people with whom the manager is interacting.16 When a
manager behaves in ways that do not fit his personality, his
behavior is apt to communicate something different from which
the managér intended. Consequently, this adaptive technique
seeks to minimize the influence of the manager due to his
hierarchial position alone. As noted by Likert, a manager's
style pf leadership is more important in influencing results
than such factors as individual attitudes towards the organ-
ization or job interest.17‘

A second fundamental element of. the natural leadership

style is that it is mission-o;igﬂtéd,: The primacy of this

1h- 7



“ factor in an operational setting is sometimes overshadowed by
other variables in todays managerial climate, but a military
manager realizes that the raison d'étre of a milifary organ=-
ization or activity is to support some overall national security
requirement, This higher levellébjective necessitates that
personal desires and goals muét,‘oh.occasion, be set aside

to accomplish what the organizétion'iswsgpposed to do. 1In
essense, there are-timég_when prganization‘s mission, such as

in war, becomes the controlling factor.

Another important element of a natural style of leadership

s role-playing as an internalization of a manager's behavioral
system characterized by Shepherd as "a 'strategy or set of
strategles for a persoﬁ to employ as he seeks to accomplish

18 some' factors influencing a manager's

his objectives.”
strategies might include his personal values, his,needs, his
perception of his own capabilities, and his perceptions of
~those peoﬁle with whom he works. Subconciously, the manager
is placed in a position of self-evaluation in which he must
weigh the effect of his strategles in his own mind if he
experliences failure in meeting his objectives or plays out

his strategies. Role-playing involves an interpersonal attit-
ude with a recognition that a psychological barriér exists
between subordinates and superiors in order to avoid undue
frustration of personal needs and job strain. Particulérly,
in a military environment the ability to employ a variety of .

personal strategies to achieve objectives is an underlying

requirement.
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In a military leadership environment there is the
tendency for power to reside only at the highest level of the

organization. For the natural leadership style, shared power

should be an elemental consideration if for no other reason
than individuals nowadays desire a role in thoée factors
which affect them and their jobs. This paradoxical concept
which 1s somewhat foreign to the military hierarchy implies
that "you have to turn all your so-called Tollowers into
1eaders."19 The distinction between the individual and the
organization tends to narrow when the individual perceives
the compatibility of his role and the organizational goals.
A so-called follower who has a vested interest in the organiza-
tional health because heé is truly a participating member will
not only be more productive but he will also achievela higher
degree of self-actualization within the organization,

Lastly, the natural leadership style requires that the

military manager assume an integrative role within the organi-

zation to ensure that the lines of communication between
different departments are keﬁt open and are receptive tc new
idéas and concepts. Incréaéingfrates of technological change
will require a "high differentiatibn‘between specialist managers
in functional units and tight integration among these units."2°
The Navy, for example; Hag_feéeﬁtl& restructured the enlisted
job classifications where the £op enlisted\men are designated
as managers; the sk}lled‘ﬁéchﬁiéigns.afé.called journeymeﬁ;

and the novices are:consfaefe& éppfeﬁtices. With these new job

16



classificatlons, the officer will be integrating and solving
departmental problems across a spectrum of technical managers
each with their own viewpoints framed within theif functional
areas and job skills. 1In many ways this situation is somewhat
akin to the project manager's role which was previqusly
described.

| An underlying assumption of the naturai leédership style
is that "the traditionél patterns of managing are-not adequate

1

to cope with change factors in our swiftly deveioping world,

21 Coping with change

and bold methods are called fof.?
caused by changing missions, activity reorganization, and
reduced forces entails a flexible and adaptive attitude in the
future. The military manager shoﬁld'nbt become wedded,to a
specific role or way of thinking that he cannot shift gears
when faced with another change. - To paraphase‘the anclient
Greek philosopher Heraclitus -- éverything changes.-- which
is probably more characteristic of a military organization
than most others. A forward-looking officer will. consider
change in a positive aspect and an expected part of his career
development is to meet these new and challenging requirements,
Maintenance of a natural style leadership in the face of
future change factors will require a certain amount of outside
effort by the military manager. 1In high fechnology areas, a
new engineer is geherally considered technically obsolescént
after three to five years if he has not furthered his educa-

tion'either through formal course work or individual study
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efforts. Likewise, managerial skills will tend to deteriorate
over time, although the apparent loss is somewhat slower

and subtler than in engineering. Many middle-grade millitary
managers prematurely peak out due, in part, to a lack of
additional outside application. Recognizing that all officers
cannot obtain advanced management degrees, the services
attempt to send a limited number of selected officers to short
seminar management courses offered at yarious'civilian’univeré
sities. These executive management pregrams typically.
involv1ng several weeks of total immersion and interaction
with managers from private industry are probably of limited
value without periodic reinforcement A more practical
approach for the natural style leadefship manager to update
his managerial skills and to keep-abreast of the latest manage~
ment innovations is to develop the habit of reading for ideas

from periodicals such as the Harvard Business Review or

Fortune, While many new'concepts may have'a business flavor,
oftentimes these ideas can be adapted to suit the military
situation. The extent of individual continuing education
imposes an addltional time constbaint on most overburdened
managers, but a few minutes each day to ones avocation 1s
'worth the return on investment.

In recognition of the inevitable changing missions of
the services and the demands of individuals as well as those
special interest groups-reguires that the leader is not

18



bounded by absolutes. Lawless'recommends a'Theory Z manage-
ment which recognizes that management styles must adjust to
the needs of the organization at whatever stage of evolution

is reached'.‘?2

In effect, this suggests that once the leader

is aware of a problem that avallable data 1s collected and

analyzed; a tentative solution is developed; and an experiment

is conducted for validation purposes. This seemingly

scientific approach to problém solving involves essentially

an lterative process of identifying those independent variableé

which affect the dependent variable, i.e., the problem, and

then adjusting those independent variables until some form of

acceptable solution is evolved. One cautionary remark prior

to experimentation suggested by Herzberg is that the leader

' check with the organization's old-timers to deterﬁine whether

an innovation or new Jjob design has been tried bef‘ore.23
The success of a natural ieadership style manager will be

dependent, in a large part, on the leadership climate or tone

set for the organizétion by top management and the perception

of the organization by individuals and groups.zu The attitudes

and administration of organization policies by top management

tend to be per&asive; pafticularly in a military activity,

a manager more often than not'is‘ﬁnde? considerable pressure

to reflect the leadership climate :evident at the higher levels.

To achieve cohesiveness within the mariagement hierachy, it may

be necessary for top management to readjust their current

oy 3
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methods of thinking andldoing businéss if the organization
1s to remain effective in a bompetitive environment. This
point was poignantly demonstrated in thefrésearch findings
of Fleishman et al., .that providing human relations training
to supervisors is wastéd‘unless the organization environment
including the leadership climate was also strong in human
relations.25 . ﬂ

Management Realities

There are some inherent limitations in proposing the
advocacy ér acceptance of a sbecific iéaderéhip style such
as the natural leadership style. Where the perceived differences
in styles are not great, adaptations to anothér style may be
fairly successful. But as observed by McGregor, changing
styles is complex and difficult and in some cases "logical!
argument, persuasion, managerial policy changes and even
direct pressure are seldom effective in bringing about signifi-

cant alterations in style."26

Many military managers
undoubtedly will feel themselves in an unsettling transition
in leadership styles especially where one of the primary
problems is personnel management., The insensitivity to per-
sonal feellngs coupled with a fear of losing control will

turn off many managers on a leadership style with a behavorial

27 These attitudes are partly due to the

science implication,
technical backgrounds of many managers requiring a logical,

systematic approach-which tends to negate sensitivity to

20



individuais and feelings.

A personal risk is involved for the innovativé manager
whose leadership style is not in consonance with the leader-
ship climate established at the higher levels. Rocking the
boat or accomplishing ones assignment in a way Fhat does not
have the approval of a manager's superior may have disastrou%
consequences. The conservative military leader may desire.
to minimize any uncertainty affedting.his promotion oppor-
tunities which is one of the major reward factors for reéogni-
tion of a‘job well-doﬁe. As a result, some managers will
seek a middle«of-the-road approach involving some disjointed
combination of classical and behavioral séience theory.

The vast majority of mflipgry managers have deveioped
the flexibility and adaﬁtabiliﬁy to adjust to changing
assignments which eﬁ?aii 1earniné new technical and managerial
‘skills which is considered one of tﬁq earmarks of a professional
officer. .These indiviﬁﬁglsfwillltake the extra step required
to develop their natural leadership style through experimen-
tation, off-dutyfhoun‘qoﬁrsesi-aqd.sqiecﬁive reading. How-
ever, there is a ﬁide di;pafitf-beEWéen culling out those
nuggets of managepiallwisdom and practical application in .
the arena of éechﬁblbgiéal‘change.‘ In the final analysis,
"the observational studies of leadership must, in the end,’
be gauged by empirical evidencel."28

Lastly, there will exist those military managers who
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are reluctant to change preferring inétead to rely on the
traditional “"carrot and stick" or other forms of the reward-
punishment methods to improve‘productivity and to-achieve the
organizational goals. -Some of these managers may even place
their reliance on the somewhat outmoded concept of command
presence -- "that aura which acpompanies the comménder where-
ever he is, extending outward as a force fiel@, often to
ereat distances, by direct and indirect and by formal and
informal changes of communiéation,"zg The charisma-like _
qualities of command presence séem.more 1n‘kéebing with those
exceptional military 1eaders‘of past years engaged in combat.
Military leaders today and in the future must be in tune with
the real world or time will pass them by.
Summary

The military leadership style.dilemma is faced with two
basic problems: organizationsal changeAinvolving ﬁeople and
technological sophistication. Military managers whb survive
in the future are those willing to shed old-fashioned techniques
and adopt new styles of leadership with implications for
different psychological contracts between the individual and
the organization and new communications patterns among
people, The officer's “successful adaptation bf his leader-
ship style to each situation will determine how effective
he is."3° 1In addition, his individual qualities and his

abllity to behave situationally will provide him a firm
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basis to maneuver with the changing times. The natural
leadership style provides a convénient framework within
which the totality of all managerial functions may be accom=-
prlished.
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