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Abstract 

 In order to prepare for unknown future military operating environments, the 

United States Army must develop leaders who are capable of operating successfully in 

dynamic environments. Recent research has determined that the current model of 

leadership may not be the best model for future development, and current theories 

support a more robust approach to character development This paper will discusses the 

theories, characteristics, models, and training programs that are relevant to the topic in 

preparation for the development of an all-inclusive model that could pave the way for 

future Army leader development training. All findings will be published in an attempt to 

assist the U.S. Army in identifying contributing factors to officer success in dynamic 

environments, which include deployments, mobilizations, and strategic crisis response.  

 Keywords: Dynamic, military, development 
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CHAPTER ONE: INTRODUCTION 

Introduction and Background 

 Army Officers are tasked to lead, develop, and mentor the personnel assigned to 

their organizations in preparation for overseas operations or potential defense of the 

United States of America. The wars in Iraq and Afghanistan have tested many leaders’ 

ability to meet these requirements and led to general concerns regarding leader 

preparation for combat environments. Combat environments are areas where officers face 

overwhelming volatility, uncertainty, complexity, and ambiguity in the execution of their 

day-to-day duties (Laurence, 2011, p. 490). They are also environments where success or 

failure could equate to living or dying due to the ever-changing nature of combat and 

conflict.  

 As a result of the ever-changing combat environment, the United States Army 

requires leaders who are adaptable and capable of leading in dynamic environments. 

These dynamic environments include foreign lands and enemies with capabilities that 

have not been encountered on the modern battlefield. This study will address the 

developmental leadership needs of future Army leaders as they prepare for these 

unknown environments in hopes of providing a framework for future military training 

and adding to current military doctrine.  

Statement of the Problem  

 Halpin (2011) described current formulations of military leadership as inadequate 

to encompass the apparent complexity of the environments that modern military leaders 

must contend with. With threats from Korea, Russia, the Middle East, and parts of Africa, 

the possibility of future wars in known and unknown areas is a distinct possibility for 
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American service-members. In order to deter and prevent these threats from affecting the 

lives of American citizens through acts of terrorism or attacks on domestic soil, the 

American military has to produce leaders that can respond to diverse and complex 

requirements. Bar-Yam (2003) wrote that warfare can be better executed by leaders who 

understand complex systems rather than those who focus on simple linear, transparent, 

classically logical, Newtonian constructs. These types of leaders are adaptable and 

capable of leading in dynamic environments while executing their core roles and 

responsibilities. These dynamic environments include foreign lands and enemies with 

capabilities that have not been encountered on the modern battlefield. As the role of the 

military becomes broader and more complex, the challenge is specifying with a degree of 

certainty what knowledge, skills, and abilities 21st century leaders require (Halpin, 2011).  

 This study addresses the developmental leadership needs of future Army leaders 

as they prepare for these unknown environments in hopes of providing a framework for 

future military training. Research findings will also be added to current military doctrine, 

which is rapidly becoming obsolete due to the changing operational environment. Current 

Army models use standard leader instruction at the developmental company grade ranks 

of service to develop a broad mix of traditionally trained individuals. However, few 

training schools focus on the new dynamic of transformational leadership, self-efficacy, 

and experience-driven leadership that be incorporated in all levels of officer training to 

develop the types of leaders the agency needs for complex environments. 

Purpose of the Study 

 The purpose of this study was to identify and describe the characteristics of 

military officers necessary to successfully fulfill their leadership roles while serving in 
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dynamic operating environments where preparation for unknown situations is paramount 

for individual and unit success.  

Research Question(s) and Hypotheses 

 Some officers succeeded while others have failed in fulfilling their leader roles 

during the last 15 years of the Global War on Terrorism. In the absence of ethical issues, 

such variances between successful leadership and failure could be explained by 

individual leadership characteristics and experiences or the lack of negative instances. 

The author hypothesized that there is a relationship between the characteristics possessed 

by leaders and their ability to be successful in environments that are ever changing and 

fluid. In hopes of identifying these characteristics the following research question was 

used for the purposes of this study: 

 Research question: What factors and characteristics are prerequisites for 

successful military leadership in dynamic operating environments?  

Aim of the Study 

 The aim of this study was to identify the characteristics of dynamic military 

leadership and incorporate these findings into the development of an institutional training 

program for future Army officers that supports the potential warfare requirements of the 

Department of the Defense. Institutional training is defined by the Training and Doctrine 

Command (TRADOC) as officer accession and development courses with specific 

emphasis on the Officer Candidate School, Reserve Officer Training Corps (ROTC), the 

Basic Officer’s Leadership Course, and the Captain’s Career Course. Each of these 

courses has the flexibility to add characteristic-based course work and simulation into the 

existing curriculum and can provide each officer with the necessary information based on 
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their rank and prerequisite training. ADRP 6-22 aligns the institutional, operational, and 

self-development domains of leadership into doctrine, so any future model would 

eventually need to be published in this regulation (DOD, 2012).  

Methodology Overview 

 A phenomenological qualitative design approach was the chosen method to 

investigate the topic, integrate the qualitative research, and recommend a theory for 

future leader development (Creswell, 2014). This approach allowed the researcher to 

identify a theoretical model for leadership that is grounded in the data derived from the 

experience of the research subjects in the military leadership phenomenon (Creswell, 

2013). The researcher compared  qualitative data from surveys, interviews, and existing 

research in hopes of providing a more complete understanding of the research problem 

and question, which could in turn lead to a new theory (Johnson et. al, 2007). 

 Specifically, the author utilized a survey filled with closed and open-ended 

questions to generate qualitative data regarding the characteristics mid-grade and senior 

level veteran officers identify as dynamic. The researcher chose veteran officers as a sub 

category for the survey because he anticipated that their prior combat experience would 

provide the information necessary to complete the study. Additionally, field research that 

included interviews and existing data research provided a qualitative depiction of the 

prerequisite characteristics for successful military leadership in dynamic operating 

environments. 

 Within this method, the interview template is the critical data collection tool 

designed to make respondents reflect on their own military experience and provide the 

researcher with a set of leader characteristics that would hopefully be shared amongst all 
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of the respondents. Journaling will be utilized to capture relevant ideas, methods, and 

important documentation (Herr & Anderson, 2015). The template was divided into five 

specific sections that focused on the respondent’s military experience, allowing them to 

provide their own definition of dynamic leadership, identify garrison and wartime leader 

characteristics, reflect on the leaders they have encountered during their career that 

exhibited successful characteristics, and provide comments on the current Army leader 

training model. The interview data from these five areas was combined utilizing coding 

to create a model of leadership that would transcend any potential situation that a military 

leader could encounter. Specifically, a combination of values coding, simultaneous 

coding, in vivo coding, and descriptive coding was used to identify the themes of wartime 

leader characteristics, peacetime leader characteristics, leadership measures of success, 

and leadership measures of failure (Saldana, 2008). If shared by several respondents, this 

model would become the new standard for military leader training and evaluation.  

Definitions of Relevant Terms  

 Dynamic military leadership can be described as a leader’s ability to guide his or 

her organization regardless of the situation, mission, or external stressors. This definition 

provides a working framework for the themes of wartime leader characteristics, 

peacetime leader characteristics, leadership measures of success, and leadership measures 

of failure, assuming that one leader is capable of possessing all of the right characteristics 

necessary to be dynamic (Laurence, 2011).  

 Wartime leadership characteristics are the set of skills the respondents identified 

as necessary for military operational success. Operational success is described as the 

ability to accomplish an assigned mission outside of the normal garrison or training 
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environment. Peacetime leader characteristics are the set of skills the respondents 

identified as necessary for garrison military success. Garrison is defined as peacetime 

recurring activities that happen as a normal part of military life. 

 Key terms in the research question included the words characteristics and factors. 

For research purposes, the researcher defined characteristics as things that could be 

taught or controlled. This would include skills learned in military schools or external 

professional education. A prime example of a characteristic based on this definition could 

be a leader’s ability to be resilient in the face of adversity. Factors are elements that are 

less controllable but still affect a leader’s ability to be dynamic. Research factors could 

include a leader’s background, occupational specialty, or assignment history (Ulmer, 

2010). With each of these elements the leader has less control or choice in selection, but 

the differences within each category could have positive or negative effects on dynamic 

leadership abilities.   

Assumptions 

 The primary assumption for the research proposal was that the entry level training 

provided by the United States military provides all officers with the same baseline set of 

skills in preparation for future assignments. So, in the case of the United States Army, the 

commissioning source, officer basic course, Captain’s career course, and intermediate 

level training provide an equal foundation of basic preparedness that all leaders have 

access to. This fundamental assumption is critical to the belief that institutional leader 

development in the military is the same regardless of who the individual leaders are. 

Therefore, any discussion regarding dynamic capabilities as an extension of the 

traditional model are a result of non-institutional factors.   
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Delimitations, Limitations, and Personal Biases 

 The first limitation for the proposed research was the relative size of the sample 

population in comparison to the military population in general along with the ability to 

use the results of this project as a predictive model for future leadership. The 2017 total 

population of Army officers was estimated to exceed 70,000 assigned personnel (U.S 

Army, 2017). However, the researcher only interviewed ten Army officers for the 

purposes of the research project. Since the sample size is small in comparison to total 

population there is an inherent possibility that the results and identified characteristics 

will not be attributed to all members of the larger organization. Additionally, any model 

derived from the results of this research could be limited in their applicability to future 

military models without specific testing on the future model itself utilizing a larger 

population. 

 The second limitation is the identification of dynamic characteristics through self-

reporting utilizing the survey and/or interview. Though the researcher is reliant on 

accurate reporting from individual respondents, validity strategies were utilized to check 

for accuracy, authenticity, and credibility in responses (Creswell, 2013). One such 

strategy was the triangulation of different data sources of information into justifications 

for themes, which when shared from all perspectives, increased the validity of the study 

(Creswell, 2013).  

 The research delimitations were that enlisted personnel and officers without 

wartime experience were not incorporated into the sample population or data-gathering 

process. Though enlisted service members are a core aspect of the United States military, 

the researcher chose to eliminate the enlisted follower aspects of leadership from the 
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discourse regarding dynamic military leadership. This choice was made because the 

interpretation of dynamic leadership as described by the researcher also involved external 

expectations from senior leaders that enlisted personnel were not privy to due to rank and 

position (Bangari, 2014). Additionally, the characteristics that could be identified by 

enlisted service-members could potentially provide enough data for a separate and 

substantial study.  

 Similarly, officers without combat experience were eliminated from the study 

population because the overseas experience of subject officers was determined to be a 

prerequisite for direct knowledge regarding dynamic characteristics abroad. The 

researcher recognized that the elimination of subjects based on this criterion could mean 

that a valuable research participant is ignored; however, in order to meet the criteria 

established in the research purpose, this delimitation must be adhered to. Though 

overseas service represents one element of dynamic leadership, it is a critical component 

for self-evaluation on the ability of future leaders to perform overseas and in less 

contemporary environments (Hardy et al., 2010).  

 Since the Dissertation in Practice (DIP) topic surrounds military leadership and 

Army officers, there are two ethical concerns that may arise in the form of bias in the 

completion of this research. The first ethical concern was direct knowledge about the 

survey participants. Throughout my 19-year military career, I have encountered many 

different leaders, and there is a distinct possibility that I will know or have served with 

some of the respondents. This means that there could be predisposed opinions about the 

domain knowledge or leadership characteristics of certain individuals, which could create 

a bias in data reporting. Though this is an ethical concern worth noting, bias can be 
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avoided by accurately reporting respondent data without the introduction of personal 

feelings or opinions. The second potential ethical concern was bias regarding the topic of 

Army leadership. It is a topic that I dealt with every day, yet I needed to withhold my 

personal opinions about what dynamic leadership in a future Army should look like. To 

put it bluntly, my idea of dynamic leadership may be contrary to what the research 

shows, and I will have to be able to accept the data and present it in an accurate manner.  

 The researcher avoided bias by focusing on current leadership models that have 

been documented by prior research in combination with the characteristics that were 

identified by the study participants. At no time did he let his own idea of dynamic 

characteristics skew the findings of the study. If one of the ethical concerns seemed 

insurmountable, he sought professional advice from the project advisor or one of the 

various professional associations or committees.  

Leader’s Role and Responsibility in Relation to the Problem 

 The leader was the central figure in relation to the problem in this study. The 

researcher tried to capture the essences of their experiences, traits, and styles and 

translate them into a theory and applicable model for future leadership. To accomplish 

the research objectives, the researcher needed data that captured the military experience 

of the participants and correlated directly with the role expectations of successful leaders. 

Leader interviews were used to validate the information provided in surveys and also add 

some perspective to leader development from that of a senior military officer. Data from 

the surveys and interviews was coded into themes that formed the basis of the proposed 

leadership model. All data collection was based on historical information, evaluation, and 

self-testimony, so there were no concerns about the performance of leaders in relations to 
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the problem (Creswell, 2013). Special considerations were made for the discussion of 

certain topics during the interview phase to protect respondents that could have suffered 

emotional trauma during past events from reliving those experiences. 

 Leadership theory to include research on transformational leadership and servant 

leadership had a direct impact on this study. Institutional training models in the military 

career field have developed their programs from both types of leadership, so it was 

important to recognize their impact on the ability of current leaders to exhibit or describe 

dynamic characteristics (Arenas, Tucker, & Connelly, 2017). It was equally important to 

recognize the impact of transactional leadership on the culture of the military and the role 

this theory played on the execution of leader roles and responsibilities during combat and 

garrison operations and exercises.  

Significance of the Study 

 The study has the potential to change the way leaders are trained in the United 

States military as well as changing the way strategists and planners look at dealing with 

global military problems. By focusing on subjective experience in the context of military 

leadership prescriptive, guidelines for leaders to operate in extreme contexts could be 

developed and validated (Bangari, 2018). Leaders could use the research findings to 

successfully mentor and/or evaluate junior officers on the prerequisite characteristics 

necessary for military success. Military leaders could also use the information for 

professional self-development, critical reflection, or as a gauge to measure their own 

strengths or weaknesses. An increased focus on developed behaviors and leadership 

acumen could also provide support for existing models or the amendment of 

characteristics to current military training modules (Arenas, Tucker, & Connelly, 2017). 



DEVELOPING THE DYNAMIC ARMY OFFICER  11

If a successful leadership model is created as a result of the findings, then the model 

could be introduced into the leadership curriculum at all entry training locations and 

added as doctrine to military manuals, catalogs, and publications. 

Summary 

 In order to deal with the changes in the operational and threat environment across 

the world, the United States Army should develop a model of dynamic leadership based 

on specific characteristics and prerequisite experiences. These characteristics will be 

identified based on the results of surveying veterans who have served during the 15-year 

period of the Global War on Terrorism. Their responses in coordination with an analysis 

of the literature regarding officer development will form the baseline for the dynamic 

leader model that will be recommended in the last chapter of this paper. If accepted, the 

new model can be incorporated into current Army doctrine and utilized in all Officer 

initial entry training to develop leaders of the future that can accomplish their mission in 

any environment.  
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SECTION TWO: LITERATURE REVIEW 
 

Introduction 
 

 The U.S. Army defines leadership as the process of influencing people by 

providing purpose, directions, and motivation while operating to accomplish the mission 

and improving the organization (Department of the Army, 2006, pp. 1-2). This simple 

definition presumes that all military leaders possess the same set of characteristics and 

can perform their duties regardless of the environment. However, based on future military 

threats, it is apparent that leadership is not as simple as the definition states and requires 

additional research to determine how leaders can be developed, and in turn, accomplish 

any assigned mission while improving the organizations they serve.  

 In dynamic operating environments, successful military leadership is a perplexing 

topic that could address the future needs of the United States Army as the organization 

prepares for future engagements with unknown foes and adversaries in foreign lands. 

Whereas military leadership in extreme contexts has historically focused on military 

commanders, this research looked at the totality of all leaders within the ranks of the 

Army (Bangari, 2014). The uncertainty of opponent and mission enhances the operational 

complexity and forces military leaders to assume different roles in addition to that of a 

combat leader (Leonar, Polich, Peterson, Sortor, & Moore, 2006). For purposes of this 

study, success was defined as the accomplishment of a leader’s organizational wartime 

mission without loss of individual rank or threat of adverse action. Additionally, dynamic 

operating environments were those areas that have not been encountered by a 

conventional military force and may require unconventional means of military leadership 

to accomplish strategic objectives. Military leaders face volatility, uncertainty, 
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complexity, and ambiguity. Consequently, they need a model that prepares them for 

success regardless of the situation (Laurence, 2011).  

Literature about the Topic 
  
 For the purposes of defining the research problem, literature surrounding the 

concept of military dynamism can be explained by taking a critical look at the global 

environment. Specifically, the environmental role external forces play in the development 

of future military leaders in comparison to the internal rigidity of requirements or 

expectations that the military places on their leaders or the leaders place on themselves. 

Both cases require a leader that is able to adapt to contrasting environmental forces and 

while meeting the needs of the Department of Defense. 

 The internal rigidity defined above can be described in the works of McFate 

(2007), Lord and Hall (2005), and Haufler et al. (2018). McFate (2007) uses the wars in 

Iraq and Afghanistan to describe the socio-cultural elements of the environment. His 

research described the internal requirement of cultural awareness as a prerequisite 

characteristic for leaders who are attempting to operate in a multicultural world. The 

rigidness in this example is perceived as an internal struggle between a leader’s 

understandings of their own culture versus the culture they are encountering during 

military operations. McFate (2007) wrote that current and future challenges in Iraq and 

Afghanistan highlight sociocultural knowledge gaps in leader development. The gap he 

refers to is the basic understanding of social and cultural behavior in the two countries in 

comparison to that of United States from a behavioral understanding perspective. The 

identification of knowledge gaps can show that current methods, models, and means are 

not working to accomplish potential objectives. Thus, to fill the gaps and expand on the 
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current military model, a different type of leader development with some focus on global 

awareness may be needed.  

 Lord & Hall (2005) focused on the leaders’ metacognitive reactions to their 

environment. For the dynamic leader, this would be described as their internal ability to 

react to specific situations based on the current constructs of their military experience, 

training, and personal history. The expansion of leader adaptive capacity extends beyond 

most competency models and requires the development of knowledge structures and 

metacognitive skills that allow leaders to construct sophisticated understandings of 

situations that can be used to guide leader thoughts and behaviors (Lord & Hall, 2005). 

The researcher seeks to identify the dynamic characteristics and factors that guides such 

thoughts and behaviors.  

 Haufler et al. (2018) described the Army’s requirement to develop agile, adaptive, 

and innovative leaders who thrive in conditions of uncertainty and chaos while managing 

operations in complex environments (p. 2). Their study focused on the internal 

characteristic of adaptability as the primary leadership trait necessary for leadership in the 

future military. Since current warfare can be described as more complicated, fast-paced, 

less kinetic, and more integrated than previous combat occurrences, leaders must be 

resourceful, creative, and adaptable to succeed on the modern battlefield (Haufler et al., 

2018, p.2). Based on this research, it is likely that any future military model will need to 

address adaptability as a prerequisite characteristic of dynamism.  

 The external forces in the environment comprise the actions, reactions, stability, 

and instability of global players across the world stage. With changes in the diplomatic 

and economic relationships between the United States, its allies and adversaries, the 
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requirements for military leaders can shift at a moment’s notice, forcing future leaders to 

prepare themselves for varying types of conflicts in potentially different countries. 

Military leaders have always faced dynamic and unpredictable situations, but the 

asymmetric, kinetic, or non-kinetic character of the current operating environment in the 

Global War on Terror has intensified this challenge (Hanna, Jennings, & Nobel, 2010, p. 

413). Additionally, Halpin (2011) wrote that current formulations of military leadership 

appear to be inadequate to encompass the apparent complexity of the environment 

because of changes in the global political landscape and changes in civilian and military 

organizations. Both researchers explain the environmental issues that have created the 

need for a different type of military leadership as a response to the shifting geo-political 

and global environment. Laurence (2011) stated that today’s military leaders, more so 

than political leaders and corporate executives, face overwhelming volatility, uncertainty, 

complexity, and ambiguity. This statement describes the requirements for future military 

leadership and can be used to explain why the idea of dynamism is necessary in 

comparison to the status quo in military leader development, which may no longer be 

acceptable. 

Theories 

 Two theories were utilized to expound on the topic of developing successful 

military leaders for dynamic operating environments. The first theory involved the 

understanding of combat motivation and how leaders can tap into the motivation of their 

subordinates to be successful regardless of the environment. Dennen (2005) identified 

four main factors used to persuade or compel men to fight: submission to military 

authority and discipline (or the obedience motive); fear of the dangers of rearward flight, 
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of punishment, and of disgrace (or the survival motive); loyalty to buddies, leaders, unit, 

country, and cause (or the cooperation motive); and  pride in one’s unit and in oneself (or 

honor or the self-esteem motive). Three of the four factors of the combat motivation 

theory focus on the individual being led. The obedience motive is the only leader 

component in this theory and calls on the military leader to create an atmosphere of 

discipline as a prerequisite for individual success.  

 The second theory was the grounded theory qualitative inquiry approach. The 

grounded theory approach requires investigators to approach their data without 

preconceived ideas, theories, or hypothesis about what they will find (Larsson et al., 

2006, p. 71). Larsson et al. (2006) utilized this theory and approach to conduct research 

on military officers from five different countries in hopes of finding an appropriate model 

for leader development. The researchers found that the key to leader development is 

interaction between leaders and their peers, superiors, and subordinates along with the 

capability to adapt to overt behavior according to situational demands (Larsson et al., 

2006, p. 70). Their findings provide relevant evidence that interaction and adaptability 

are two important concepts in preparing military leaders for future situations. Samuels, 

Foster, and Lindsay (2010) used a similar method to examine leadership in dangerous 

contexts, which is similar to the author’s definition of dynamic environments. The 

authors performed a quantitative study on military free-fall participants, which is similar 

to the U.S. Army Airborne Corps. Samuels et al. (2010) found that success in the context 

of the free-fall organization is directly related to leader self-efficacy and their beliefs 

regarding confidence and control. Both sets of research provided the theoretical 

framework for a future leadership development model based on leader characteristics.  
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Characteristics 

 Three leader characteristics were abounding in literature regarding the topic of 

developing military leaders for dynamic environments. These characteristics included 

self-efficacy, adaptability, and cultural awareness. Together they form a potential model 

for the prerequisite characteristics necessary for 21st century military leaders.  

 Bandura (1986) defined self-efficacy as people’s judgments of their own 

capabilities to organize and execute courses of action required to attain designated types 

of performances (p. 391). Similar to confidence, self-efficacy deals with leader self-

awareness and has proven to be a critical component of leadership. Allen et al. (2014) 

found that self-efficacy was a primary leadership trait for successful Officer Candidate 

School (OCS) candidates and that self-efficacy best predicted leadership performance 

during the OCS training and peer ratings on leadership potential. OCS is a rigorous 

Officer selection course that is meant to technically evaluate a person’s potential for 

future leadership positions as an Army officer. Though OCS is not a dynamic operating 

environment, it still has unknown elements for developing leaders that coincide with 

what a future model would like for junior Army officers. Self-efficacy is also a 

characteristic that other military leaders identify as necessary for success. Samuels et al. 

(2010) concluded that self-efficacy, particularly the ability to remain calm and make 

tough high-stakes decisions, represents a primary reason that traditional leaders look to 

leaders who often operate in dangerous contexts for expertise.  

 Adaptability and organizational/environmental understanding are key components 

to successful leadership (Laurence, 2011). Adaptability is a leader’s ability to conform to 

and overcome situations that may be adverse or unknown to them. Adaptive capacity is 
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further defined by the ability to quickly identify change opportunities, respond 

intelligently to them with limited data analysis, and then evaluate the results of the 

response after the action is complete (Sharp & Creviston, 2013, p. 9). Since dynamic 

operating environments are new to most individuals, a leader’s ability to adapt would be 

important for their own success and the success of the unit or organization they were 

leading. Additionally, increasingly complex environments require Army leaders who are 

confident, versatile, adaptive, and innovative (Sharpe & Creviston, 2013). Adaptability is 

listed in combination with other characteristics because adaptive capacity requires the 

integration of competencies, knowledge structures, and individual leader identity to 

equate to success in a leader (Hannah, Jennings, & Nobel, 2010). Simply put, adaptability 

is not a stand-alone characteristic and must be combined with other traits to assist in 

leader development and execution.  

 Cross-culture skills, shared leadership, ethical leadership, and communication are 

some of the current challenges and highlights faced in today’s environment (Halpin, 

2011). Cross- culture skills or cultural awareness is the ability to communicate across 

institutional and cultural divides (Salmoni, Hart, McPherson, & Winn, 2010, p. 74). 

Military wartime operating environments have been foreign in nature historically, and 

any leader that is required to operate in these foreign environments should be culturally 

aware and able to adapt to the norms of other countries. Cultural awareness is also a 

component of sociocultural competence and successful leadership in the current 

operational environment (Laurence, 2011). Based on this presumption, it is vitally 

important for Army leaders to possess this characteristic.  
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 The three characteristics of self-efficacy, adaptability, and cultural awareness can 

serve as a general model for continued discussion on the topic of developing dynamic 

military leaders based on primary characteristics. However, additional conversations 

regarding other models will show that this general model can serve as a construct for 

advanced study on prerequisite behavior and characteristics for dynamic leadership 

environments.  

Models  

 Several existing models formed a baseline for this study involving the 

development of dynamic military officers. These models include the adaptive 

performance model, the referent model, and the construct of autonomous learner. Though 

none of these models provides the future framework the author hoped to find during the 

research, each model offers insight on groups of characteristics that when combined 

together can lead to specific dynamic type outcomes.  

 The adaptive performance model is a term coined by the author to describe the 

work of Pulakos, Arad, Donovan, & Plamondon (2000) known as the latent behavioral 

dimensions of adaptive performance. Pulakos et al. (2000) identified eight dimensions of 

adaptive performance: solving problems creatively; dealing with uncertain or 

unpredictable work situations; learning new tasks, technologies, and procedures; 

demonstrating interpersonal adaptability; demonstrating cultural adaptability; 

demonstrating physically-oriented adaptability; handling work stress; and handling 

emergencies or crisis situations. Though the model serves as a baseline for adaptive 

performance, the limitation to the research is that these adaptive behaviors are supported 

by potentially different knowledge, skills, abilities, and other characteristics that vary 
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across different domains and situations (Hannah, Jennings, & Nobel, 2010). The ability to 

be dynamic can be synonymous with a leader’s ability to adapt in some cases. However, 

for the purposes of this research, the author is trying to address the limitations of this 

model and incorporate additional research into a future model. Tucker & Gunther (2009) 

researched the applicability of the adaptive performance model on Army leader 

behaviors. They found that most training programs for junior leaders do not have 

methods for fully developing and maximizing adaptive capabilities to include dealing 

with unpredictability and solving problems creatively (Tucker & Gunther, 2009). This 

training gap provides an additional opportunity for research-based dynamic characteristic 

study that can be incorporated into a new model and tested for validity in the future.  

 The referent model is a general term meant to describe the model identified in the 

work of Hannah, Jennings, & Nobel (2010). They found that most asymmetric military 

missions involve a mix of five roles, either at the same time or sequentially. The five 

roles are described as: the intelligence manager, tactical warfighter/Commander, 

diplomat/negotiator, nation builder, and troop leader (Hannah, Jennings, & Nobel, 2010). 

The researchers also identified a list of leadership knowledge factors, skills, and attributes 

that collectively contributed to the referent model.  Though their research discovered 

seven types of knowledge and skills along with eight types of attributes, their work is 

limited by the five roles and their work focusing on asymmetric military operations only. 

The goal of dynamism and this research is to find a model that works regardless of the 

mission and can be implemented at the lowest levels of military leader development. 

 The construct of the autonomous learner is built around the individual characteristics of 

desire, persistence, resourcefulness, and initiative as a precursor to an individual’s 
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willingness to learn (Ponton, Carr, Derrick, 2004). In military terms, autonomous 

learning can be defined by a person’s willingness to use self-directed learning to become 

a better and more efficient leader (Mensch & Rahschulte, 2008). Mensch & Rahschulte 

(2008) used this construct to study officers in the Reserve Officer Training Corps 

(ROTC). They found that ROTC educators must develop a greater level of 

resourcefulness and persistence within the men and women who will become officers and 

leaders in the Army. Though filled with several limitations, their study does highlight the 

importance of a leader’s willingness and ability to self-educate on leadership in general 

as an important precursor to military success. The requirement of constant learning or 

self-development can be seen as a required trait for dynamic development. 

 Each of these models provided a potential characteristic the meaning of dynamic 

for the U.S. Army. However, each model is limited by not fitting all of the necessary 

criteria to be labeled a dynamic model for leadership. The author has attempted to find a 

model that can transcend all situations and be used as a viable training tool for future 

officers, but the existing research cannot be ignored for the value it could add to the 

future model.  

Military Environment 

 Militarily, the world has changed from a place with singular international threats 

to an environment where there are multiple conflicts across the globe from various actors, 

agents, and foreign countries. There are threats of nuclear war from North Korea, 

domestic terrorism within the United States, encroachment into Europe by Russia, U.S. 

military operations in North Africa, and an ongoing war in Iraq and Afghanistan. Each of 

these occurrences involves potential reactions by members of the United States armed 
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forces, and each potentially tests the resolve and skills of current military leaders to 

operate in the 21st century. Ulmer (2010) wrote that leaders in the 21st century must be 

able to deal with cognitive complexity, tolerance of ambiguity, intellectual flexibility, a 

meaningful level of self-awareness, and an enhanced understanding of the relationships 

among organizational sub-systems that collectively construct the prevailing climate. 

Though complex, each of these characteristics along with additional items can be 

described as necessary within the military practice setting, which is vastly different than 

that of the corporate world. 

 The military is also changing internally to respond to the demands of increased 

lethality in combat while remaining vigilant in the face of potential threats. However, the 

rapid pace of change has not been equally met with an accelerated rate of leader 

development, creating a need for a more robust system of officer training. Morath, 

Leonard, and Zaccaro (2011) found the following:  

The characteristics and demands of the contemporary operating environment 

drive the performance requirements of deployed personnel and their leaders. 

Military performance requirements, in turn, shape training, leader development, 

and leadership doctrine. In pace with ever-changing technologies, social forces, 

political interests, and other influences, the military operating environment has 

evolved at a continuously accelerating pace across the span of American history. 

(p. 455) 

Leadership Behavior 

 The study of leader behavior within organizations is critical to the understanding 

of positive leader and subordinate relationships as they relate to organizational outcomes. 
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Not only does dynamic leadership encompass the characteristics necessary to achieve 

success in military operations but it could potentially also include relational skills that 

enhance collective performance. Specifically, the topic of dynamic leadership must 

incorporate literature regarding the follower or relationship component of leader behavior 

to eventually lead to a conclusive leader development model. Since no leader can be 

successful without some type of follower base, any discussion about leader development 

should also include external development factors. Theories involving transformational 

leadership in support of organizational outcomes provide additional support for the 

relationship component of leader dynamic development. 

 Transformational leadership is leadership that inspires followers to transcend their 

own self-interests for the good of the organization (Robbins, Judge, 2016). Based on all 

evidentiary research, it is also the most influential type of leadership in support of 

positive organizational behavior, involving charisma, leader involvement, and individual 

stimulus (Robbins, Judge, 2016). As a result, the researcher is anticipating the discovery 

of transformational type characteristics and/or behaviors throughout the course of the 

study. Though it may be possible that no respondent uses the term transformational 

leadership while answering survey or interview questions, it is highly likely that the 

characteristics associated with transformational leadership will be identified through 

coding or self-reporting.  

 Bass (1990) believed that transformational leadership attracted the right talent, 

retained excellent individuals, developed junior leaders, and enhanced organizational 

training by focusing on individual motivations. Additionally, Barbuto (2005) found that 

transformational leadership impacts the five types of motivation and positively affects 
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subordinate transformational behaviors, inspirational motivations, individualized 

consideration, and intellectual stimulation. The premise of the Barbuto (2005) theory is 

the belief that transformational leaders make themselves and their subordinates better, 

which in turn supports their organization. Or to put it in simple terms, leaders motivate 

and develop their subordinates to accomplish organizational goals. The organizational 

goal for the dynamic military leader is mission success, and that success is dependent on 

the ability of the leader to work with and lead his or her followers.  

Summary 

 Development of Army leaders for successful leadership in dynamic operating 

environments is an important topic, as the military attempts to evolve in preparation for 

its next combat role. The ability for leaders to accomplish their assigned mission in 

unknown environments where rapid decision-making is critical will be paramount for 

Army leaders of the future. This literature review attempted to provide background 

information regarding the topic of leader development in preparation for the formal 

evaluation by the author utilizing a phenomenological qualitative design methods 

approach to research. The adaptive performance model, the referent model, and the 

construct of autonomous learner in coordination with existing theories, characteristics, 

and literature provide the literal framework for future discussions regarding the topic of 

developing dynamic Army officers. However, additional research is required to develop a 

permanent model for future officer development. 
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CHAPTER THREE: METHODOLOGY 
 

Introduction 
 

 Changes in the military operating environment and uncertainty regarding future 

threats among world actors prompted the researcher to conceptually evaluate if a model 

of leadership could be developed that responded to the unknown. By focusing on the 

ability of a leader to be dynamic or capable of achieving mission success regardless of 

the situation, the researcher sought to improve leader readiness in the Department of the 

Army. The purpose of this study was to identify and describe the characteristics of 

military officers necessary to fulfill their leader roles in dynamic operating environments 

where preparation for unknown situations is paramount for individual and unit success. In 

identifying the characteristics of dynamic military leadership, the researcher planned to 

incorporate these findings into the development of an institutional training program for 

future Army officers that supports the potential warfare requirements of the Department 

of the Defense. By challenging the existing model for leadership development in the 

United States Army, the researcher made additional training recommendations for 

approval by leadership at the departmental level of the organization. The approved model 

could enable leaders to maneuver through complex decision-making situations and 

execute dynamic military tasks in a more predictable manner. 

Research Question 

In understanding that there are variances in the historic success versus failure of 

Army leaders, there is a possibility that a prerequisite set of leader characteristics exist 

that could improve the success rate of military officers. The possession of these specific 

characteristics could potentially impact the ability of a military leader to be successful in 
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different environments. Attempting to identify these characteristics, the following 

research question guided this qualitative study: 

 Research question: What factors and characteristics are prerequisite for successful 

military leadership in dynamic operating environments?  

Research Design 
 

Phenomenological research uses the analysis of significant statements, the 

generation of meaning units, and the development of the essence of description to 

formally evaluate a particular topic (Creswell, 2014; Moustakas, 1994). I utilized a 

phenomenological qualitative design approach consisting of three forms of data to 

address my research question. Specifically, I utilized a survey filled with closed and 

open-ended questions to generate quantifiable data regarding the characteristics mid-

grade and junior level veteran officers identified as dynamic. I chose “veteran officer” as 

a sub category for the survey because I anticipated that their prior combat experience will 

provide the information necessary to complete the study. Additionally, field research to 

include interviews and existing data research was used to provide a qualitative depiction 

of the prerequisite characteristics for successful military leadership in dynamic operating 

environments. Participant interviews were completed, and information was collected until 

there was a saturation of themes and codes. The matching characteristics identified from 

each method when triangulated to add validity were meshed together into a collective 

listing in chapter five: conclusions and recommendations (Creswell, 2014).  

Participant/Data Sources 

The Department of the Army is the agency responsible for protecting the interest 

of the United States and its citizens through land warfare, if necessary. Internally, the 
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department is comprised of 18 branches and consists of almost one million service 

members in the active army and army reserves. Directly responsible for sourcing and 

sustaining the deployed force, the department operates with one of the largest budgets in 

the world (Nationalpriorities.org, 2016).  Due to the overwhelming size, structure, 

influence, and impact of the agency on the world stage, any research that could affect 

efficiency or member development within the organization is vitally important to 

homeland defense and our national strategic interest.  

The research subjects or people involved in the research represent the most 

important part of the study. The broad body of stakeholders included future leaders and 

past leaders of all military ranks and positions that were capable of providing a realistic 

assessment of the types of leadership characteristics and traits required for military 

leaders. The research participants were also current members of the military. As a result 

of their rank and position, they had direct knowledge of potential threats that the United 

States Army and its leadership are preparing to face. These leaders have encountered the 

threats that require dynamic leadership. Consequently, they understood that their lives 

and the lives of the people they cared about or the soldiers they commanded would be 

directly impacted by the types of leadership in the Army and the decisions they made 

when in charge. Unlike prior military leader development models, this research presented 

current service-members with a chance to dictate the future training requirements in the 

Army in hopes of maximizing readiness and leader preparedness.  

The researcher is a 20-year member of the United States Army. The identification 

of senior leaders to interview was accomplished by networking with peers and mentors to 

gain access to senior level leaders in previous and current command positions. 
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Additionally, the researcher believed that General Officer level leaders would self-

nominate other leaders that fit the research criteria or provide access to their peers so as 

to support the intent of the research. The identification of participants for the survey 

portion of the research will be accomplished by randomly sampling potential service 

members whose names were listed on existing personnel manning rosters. The surveys 

will be distributed electronically with a fifteen-day completion window. The last four 

numbers of the respondent Department of Defense (DOD) identification number was 

used to identify the respondents in case additional information is required later. For the 

respondents who were unwilling or unable to provide the DOD ID number, a sequence 

number corresponding to their response was utilized to track their data for follow-up 

purposes only. Prior to distributing the information in order to gather the appropriate 

data, the researcher had to receive approval from the military staff judge advocate. The 

required approval is provided in Appendix C.  

Data Collection Tools 

The survey template (Appendix A) and interview template (Appendix B) were 

designed to make respondents reflect on their own military experience and provide 

researchers with a set of leader characteristics that would be common amongst all of the 

respondents. Based on pilot administrations, the interviews were planned to take 

approximately 90 minutes to complete, but even with the variances in subject responses 

none of the interviews exceeded 70 minutes. The template itself was divided into five 

specific sections or subtopics:  descriptions of their own military experience, their 

definition of dynamic leadership, characteristics of garrison and wartime leader, 

reflections on the leaders they encountered during their career that exhibited successful 
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characteristics, and comments on the current Army leader training model. Each subtopic 

had a few open-ended questions that allowed the researcher to capture relevant themes in 

support of theory creation. The data from the five areas were combined to create one 

model of leadership that could accommodate any potential situation that a military leader 

could encounter.  

Respondent Experience 

 Samuels, Foster, and Lindsay (2010) examined leadership in dangerous contexts 

similar to the researcher’s definition of dynamic environments. The researcher performed 

a quantitative study on military free-fall participants similar to the U.S. Army Airborne 

Corps. Samuels et al. (2010) found that success in the context of the free-fall organization 

is directly related to leader self-efficacy and their beliefs regarding confidence and 

control. The idea of self-efficacy in the research was directly related to experience, so in 

order to gather information regarding the subject’s experience the following questions 

were utilized: 

1. How many deployments have you had and what were the locations? 

2. What was your role during your deployments, if applicable?  

3. How was your success measured during the deployment if applicable?  

Definition of Dynamic & Description of Characteristics 

 Dynamic military leadership can be described as a leader’s ability to guide his or 

her organization regardless of the situation, mission, or external stressors. This definition 

provides a working framework for the themes of wartime leader characteristics, 

peacetime leader characteristics, leadership measures of success, and leadership measures 

of failure, assuming that one leader must possess all of the right characteristics to be 



DEVELOPING THE DYNAMIC ARMY OFFICER  30

dynamic. Question number one required the respondent to understand the research 

definition of dynamic leadership and provide subjective characteristics that fall in one of 

the four categories listed above. The additional questions provided support to the sub-

characteristics of wartime and peacetime leadership, which may be the same, depending 

on the situation.  

1. Based on the definition of dynamic described in the introduction, what 

characteristics would you identify as necessary for junior officer success?  

2. Describe a memorable wartime (deployed) leader you have encountered in 

your career? What made that person memorable to you? 

3. Describe a memorable garrison leader you have encountered in your career? 

What made that person memorable to you?  

Leadership of Others 

 The identification of measures of success and failure can be synonymous with 

leadership characteristics. The two questions for this subtopic allowed research subjects 

to describe successful leadership based on their own experience. The data derived from 

these questions was axial coded to create a new viewing within the framework of military 

leadership (Creswell, 2013). 

1. How did you measure the success of your subordinates during the 

deployment? 

2. How do you measure your subordinate’s success currently?  

Self-Evaluation 

 Self-reflection and evaluation are critical leadership skills. The questions for the 

subtopic of self-evaluation prompted the respondent who is or has been in a leadership 
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role to reflect on themselves and their experience. Question number one was the primary 

question, and the subsequent questions provided additional depth to the subject’s 

evaluation of what can be called dynamic leadership.  

1. How do you demonstrate dynamic leadership?  

2. Would you describe yourself as a dynamic leader?  

3. Does your internal evaluation of being dynamic consist of your mental ability 

or behavior regardless of the situation?  

4. What characteristics do you personally see in yourself that contribute to this 

dynamic self-identity?  

5. What characteristics or assignments have made you the leader you are today?  

Evaluation of Current Model 

 Recent research including Haplin’s (2011) analysis on the changing nature of 

military leadership has shown that the current model of leadership may not be the best 

model for future development, and current theories support a more robust approach to 

character development. The following questions attempted to confirm the analysis 

mentioned above and supported the final proposed leadership model that will be 

presented at the conclusion of the research project.  

1. Explain your perception of the current military model for training junior 

officers on leadership?  

2. Describe what your ideal military leadership model would look like?  

3. Is there any situation that you believe that a leader cannot be trained to deal 

with? Would you expound on that?  
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Data Collection Procedures 

The study took 9 months to complete due to the unexpected scheduling conflicts 

between research subjects and their unit’s training schedules, as well as domain firewall 

issues with the military enterprise system. The IRB process was included in the 9-month 

period; however, the IRB approval time period was minimal since the risk associated 

with the project was low. The survey portion of the project took 90 days to complete, and 

the coding required an additional 15 days. An ethical and military legal review was 

required prior to beginning the project, and that process took 20 days. The military 

review ensured that the researcher understood the research requirements within the 

military framework. Qualitative interviews of no less than 10 subjects occurred during 

and after the survey period. The interview process took a total of 60 days based on the 

scheduling requirements and limited availability of two General Officers. Initial research 

estimates performed by the researcher established 10 person criteria for interview 

execution, and that number was consistent with the requirement to capture qualitative 

data until there was a saturation of themes and codes within the research guidelines. The 

estimated date of completion based on the known requirements was November 1, 2018; 

however, the actual date of completion was on or around January 23, 2019. 

The central focus during the data collection period was ensuring the respondent 

leaders had the ability to adequately self-reflect and communicate their experiences and 

views during the interview and survey process. An inability for any respondent to 

objectively analyze their military experience would have negatively impacted the 

findings. Since leaders were able to answer the questions honestly and thoroughly, the 

intended results could have a lasting impact on military doctrine and future training. For 
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instance, the leaders could use the research findings to successfully mentor and/or 

evaluate junior officers on the prerequisite characteristics necessary for military success. 

Military leaders could also use the information for professional self-development, critical 

reflection, or as a gauge to measure their own strengths or weaknesses. If the successful 

leadership model is adopted as a result of the findings, then the model could be 

introduced into the leadership curriculum at all entry training locations and added as 

doctrine to military manuals, catalogs, and publications. Leaders could learn about the 

importance of culture in military units as a reflection of organizations in general. This 

information could be used by leaders to learn how to work with a culture and within a 

culture to accomplish the prioritized objectives of that leader. Leaders can learn how to 

train, coach, and mentor junior officers on the prerequisite characteristics necessary for 

military success. Military leaders could also use the information for professional self-

development, critical reflection, or as a gauge to measure their own strengths or 

weaknesses.  

 In order to accomplish the research objective, the researcher needed data that 

captured the military experience of the subjects and correlated directly with role 

expectations of successful leaders. Leader interviews were used to validate the 

information provided in surveys and add some perspective to leader development from 

that of a senior military officer. Data from the surveys and interviews were coded into 

themes, which formulated the basis of the proposed leadership model.    

A 21-question interview template was utilized on United States Army officers in 

the rank of Lieutenant Colonel and above. The officers consisting of Lieutenant Colonel 

through Major General were chosen due to their direct proximity to the researcher and 
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shared assignment within a functional military command. Additionally, the officers each 

had more than 20 years of military service and multiple combat deployments providing 

the prerequisite knowledge necessary to respond to the interview questions.  

 The interview template was the critical data collection tool designed to make 

respondents reflect on their own military experience and provide the researcher with a set 

of leader characteristics that would be shared amongst all of the respondents. The 

template was divided into five specific sections that focused on the respondent’s military 

experience, provided their own definition of dynamic leadership, identified garrison and 

wartime leader characteristics, reflected on leaders they have encountered during their 

career that exhibited successful characteristics, and provided comments on the current 

Army leader training model. Interview data from these five areas were combined utilizing 

coding to create a model of leadership that could transcend any potential situation that a 

military leader could encounter. Specifically, a combination of values coding, 

simultaneous coding, in vivo coding, and descriptive coding was used to identify the 

themes of wartime leader characteristics, peacetime leader characteristics, leadership 

measures of success, and leadership measures of failure (Saldana, 2008). When common 

toy several respondents, the characteristics would be including in the characteristics 

portion of the proposed model. The data derived from both the interviews and the surveys 

was then compared with existing military doctrine and scholarly research to validate 

themes and characteristics. Additionally, other elements that were derived from the 

research to include supporting factors such as mentorship, perception, and evaluation 

were added to the model. These elements were also supported by existing research and 

current military directives, which provided relevance for their inclusion in the proposed 
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solution. The relationship between the elements generated the model for military leader 

training and evaluation.  

Ethical Considerations 
 

 The ethical concerns that arose in this qualitative study included confidentiality 

issues and the potential misinterpretation of participant comments that could lead to 

biased coding and themes (Babbie, 2017). Confidentiality was addressed by informing 

participants orally and in writing that their personal information will not be mismanaged, 

improperly stored, nor given to other entities. With regards to misinterpretations of 

participant comments, the researcher recorded 50 percent of the interviews conducted and 

used triangulation to audit coding when the manual method was utilized. To truly avoid 

misinterpretations, the use of data match coding was used to minimize potential ethical 

problems as a result of bias or misinterpretation. 

 In addition to confidentiality, there are potential ethical issues regarding 

positional research within military organizations. It was important as a researcher that I 

did not use my military position to sway subject participation or advocate specific results. 

To avoid this potential ethical dilemma, the researcher distributed surveys from his 

collegiate email address, which avoids the identification of rank or military hierarchy that 

might inappropriately influence subordinate responders or responses. In executing this 

ethical control measure, an issue was encountered with email communication between the 

collegiate server and the military firewall domain, so several surveys had to be 

disseminated from the researcher’s professional account. In these instances, the 

researcher ensured that the respondents were not in supervisory chain of command and 

that official titles were removed from data requests. Additionally, it was necessary to 
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receive departmental ethical approval before beginning research on military personnel for 

educational benefit. To protect the researcher and acknowledge the appropriate level of 

approval for completion of this phenomenological research, I have attached the 

appropriate military exemption document as appendix C.  

Summary 
 

 In order to deal with the changes in the operational and threat environment across the 

world, the United States Army needs a new model of dynamic leadership based on specific 

characteristics and prerequisite experiences. The researcher will utilize a phenomenological 

qualitative design approach to incorporate the results of leader surveys and interviews into 

military leader characteristics. Leaders who have served during the  15-year period of the Global 

War on Terrorism will form the sample population in hopes of capturing identifiable traits that 

can be replicated through training. Their responses in coordination with an analysis of the 

literature regarding officer development will form the baseline for the dynamic leader model. If 

accepted, the new model can be incorporated into current Army doctrine and utilized in all 

officer initial entry training to develop leaders of the future that can accomplish their mission in 

any environment. 
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CHAPTER FOUR: FINDINGS 
 

Introduction 
 
 Leadership in the Army consists of the preparation of individuals, teams, and 

units to accomplish varying missions in unknown lands based on the guidance, vision, 

and description of senior officers within the scope of the national security policy. In order 

to execute this function, leaders must be inherently dynamic in their approach to 

leadership at home and abroad. The purpose of the study was to identify and describe the 

characteristics of military officers necessary to fulfill their leader roles in dynamic 

operating environments where preparation for unknown situations is paramount for 

individual and unit success. I hypothesized that there was a relationship between the 

characteristics possessed by a leader and their ability to be successful in environments 

that are complex and unstructured. By focusing on identifying what factors and 

characteristics are prerequisites for successful military leadership in dynamic operating 

environments, I posited through characteristic identification the additional training 

requirements that could support a new military development model.  

 This section describes the coded findings from 92 surveys of Army officers in the 

ranks of second lieutenant through major along with the thematic data collected from 10 

interviews of senior grade officers in the ranks of lieutenant colonel through major 

general. Utilizing a phenomenological qualitative design approach, the characteristics 

from the surveys and interviews were matched and triangulated after ensuring saturation 

of themes to provide a listing of positive and negative characteristics for dynamic 

leadership along with additional recommendations for the current Army Training Model 

that will be discussed in Chapter 5. Since the researcher is an Army officer, careful 
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consideration was made to manage and avoid bias in characteristic description, ranking, 

and analysis. By bracketing personal experiences and allowing the reported qualitative 

data to “speak for itself,” the researcher was able to identify and report findings as 

required and necessary in accordance with the research purpose (Creswell, 2013). 

Though the preponderance of characteristics were annotated by using open-ended 

questions contained in the short questionnaire, the quantification of the qualitative data 

were not the only criteria utilized to summarize findings (Babbie, 2017). Triangulation of 

multiple data sources to include senior officer interviews along with the evaluation of 

existing literature and the current military model served as the qualitative validation 

necessary to present the findings. Special consideration was also taken to analyze 

significant participant statements and generate themes or meaning units based on the 

totality of data provided (Creswell, 2014).  

Presentation of Findings 
  

The data gathered from 92 surveys that will be depicted in later sections of this 

chapter and 10 interviews were coded by hand based on the analysis of significant 

statements and meaning units derived from close-ended questions (Saldana, 2008). The 

qualitative data was then quantified based on participant responses and analyzed in 

comparison to other study participants, allowing for a phenomenological emergence of 

data. The information was then divided into four themes: the positive characteristics a 

dynamic leader should possess, negative characteristics that hinder leader effectiveness, 

perception of the current training model, and the subjective nature of situational success.  
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Positive Characteristics A Leader Should Possess 

 Quantification of the survey data revealed 10 critical characteristics as necessary 

for dynamic military leadership. The ten characteristics identified through open-ended 

survey prompts are: adaptability, communication, domain knowledge, confidence, 

integrity, assertiveness, resilience, decisiveness, empathy, and patience. Confirmation of 

these characteristics were achieved through the identification of common elements 

among interviewee responses along with a comparison of respondent data to the existing 

Army Leadership Requirements Model as depicted in table 1.  

Table 1 

Coded Results From Surveys and Interviews 

 

Adaptability. According to Field Manual 6-22, adaptability is an individual’s 

ability to recognize changes in the environment, identify the critical elements of the new 

situation, and trigger changes accordingly to meet new requirements (10-48). Forty-seven 

of the 92 survey respondents identified adaptability as a necessary characteristic for 

dynamic military leadership, making it the most reported characteristic throughout the 

research project. All 10 of the interviewees mentioned adaptability as either a mandatory 
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characteristic of dynamic leadership or referenced the characteristic in their evaluative 

description of a memorable leader they have encountered while deployed or serving in a 

garrison environment. One respondent described adaptability as a “must have” at the 

leader level because some steps to addressing dynamic problems may not apply in all 

situations, amongst different people, within varying organizations, and across 

organizational and ethnic cultures. The ability to be adaptable allows leaders to assess the 

situation and determine the skills needed to deal with it, understanding that if past lessons 

are insufficient, then the application of new or modified skills could be applicable for 

success (DOD, 2006). In this manner, the accurate assessment within the frameworks of 

the environment prompts leaders to display adaptable characteristics.  

 Communication. Over one-third of the survey respondents identified 

communication or the ability to effectively communicate as a necessary characteristic for 

successful dynamic leadership. As part of the current military training model, 

communication is one of the core leader competencies and an integral characteristic 

within the current evaluation system. Additionally, the ability to communicate both orally 

and in writing allows a leader to provide clear direction in support of task prioritization 

and mission accomplishment (DOD, 2006). Two interview respondents described the 

importance of taking time to communicate and explain goals and expectations to 

subordinates as a means of getting specified tasks completed, which equated to their 

respective success during that time period.  

 Domain Knowledge. For purposes of the research, domain knowledge is simply 

described as competence within the scope of a leader’s assigned military occupational 

specialty or functional area. It also consists of the body of facts, beliefs, and logical 
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assumptions that people possess and use in areas of their work (DOD, 2006). Thirty 

survey respondents identified domain knowledge as a prerequisite requirement for 

leadership success. Though none of the interviewees explicitly identified competence as a 

core requirement, it can be understood based on rank and the current military retention 

and promotion policies that domain knowledge was already an engrained process in the 

development of junior leaders. This conflation of intelligence and knowledge assumption 

regarding the leader’s possession of the prerequisite intelligence required for their current 

position fails to admit that there may be areas of ignorance that are critical to subject 

matter expertise. For that very reason it is important to include domain knowledge in any 

future discussion regarding dynamic leadership. Conversely, the negative identification 

of incompetence, which will be discussed within the next theme, also supports the 

necessity for this trait as an addition for dynamism.  

 Confidence. Thirty survey participants and four interviewees identified 

confidence as a required characteristic for dynamic leader success. Confidence in military 

terms is the faith that leaders place in their abilities to act properly in any situation, even 

under stress and with little information (DOD, 2006). Within the current Army 

Leadership Requirements Model, confidence is listed as an evaluative attribute in the 

category of leadership with presence. Presence or the projection of a professional image 

of authority was further identified in the in vivo codes of the qualitative responses of 7 

structured interview respondents. Specific identification of a military leader’s ability to 

remain calm and in control as a topic of admiration also supports the addition of this 

characteristic in the dynamic grouping.  
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 Integrity. The Army relies on leaders of integrity who possess high moral 

standards and who are honest in word and deed (DOD, 2006). It is a characteristic or 

value that builds trust among team members and establishes an example for peers and 

followers to emulate. Twenty-four survey respondents identified integrity as a necessary 

characteristic for dynamic leadership, citing honesty and trustworthiness as key 

components in a leader’s ability to accomplish missions. The United States Army 

currently has an established set of values that are utilized to indoctrinate all service 

members, and integrity is one of the key components within the educational construct.  

 Assertiveness. Twenty-three survey respondents and one interviewee identified 

assertiveness or the ability to be driven as a necessary characteristic of dynamic 

leadership. Assertiveness aligns directly with the core leadership competency of 

achieving or “getting results” in the Army Leadership Requirements Model. “A leader’s 

ultimate purpose is to accomplish organizational results, and a leader gets results by 

providing guidance and managing resources, as well as performing the other leader 

competencies to include supervising, managing, monitoring, and controlling the work.” 

(DOD, 2006, p.1).  

 Resilience. Resilience is defined as the tendency to recover quickly from 

setbacks, shock, injuries, adversity, and stress while maintaining a mission and 

organizational focus (DOD, 2006). Nineteen survey respondents and five interviewees 

identified resilience as a critical component to dynamic leadership. In identifying the 

criticality of this characteristic, subjects acknowledged the importance of responding 

positively from adversity, which is a common occurrence in deployed or wartime 

environments.  
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 Decisiveness. Department of Defense Field Manual (FM) 6-22 states that an 

Army leader is able and willing to act decisively within the intent and purpose of his or 

her superior leaders and in the best interest of the organization (2006). Sixteen survey 

respondents identified decisiveness as a key component in dynamic leadership, and zero 

interviewees mentioned this characteristic specifically. It is important to note that the lack 

of explicit responses for this particular characteristic by interview participants could be 

directly attributed to the fact that this element is already codified in the existing 

leadership regulation FM 6-22, which is common knowledge to senior Army leadership.  

 Empathy. Empathy was identified by 14 survey participants and thematically 

uncovered in two interviews. One interviewee described his memorable leader as 

possessing the skill to understand the environment, the people, and the mission in their 

effective accomplishment of operations. Empathy is also listed as a key attribute in the 

current training model, describing one component of leadership of character.  

 Patience. Patience is the final identifiable characteristic of dynamic leadership as 

a result of the research. Fourteen survey respondents identified patience as a critical 

component of dynamic leadership, and one senior leader described his own patience as a 

reason for his own dynamic self-identity. The brigadier general found that his patience 

enabled him to not get emotional during complex problems, to seek an operational pause, 

think the situation through, and deliver a sound decision that benefited the organization.  

Negative Characteristics That Hinder Leader Effectiveness 

 Open-ended survey questions were utilized to prompt respondents to identify 

characteristics that would hinder or negate dynamic military leadership from an 

operational perspective. The identification of negative responses was the researcher’s 
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attempt to validate that the respondents were providing reflective responses to the 

identification of characteristics within the scope of the study. The quantifiable data and 

identified characteristics serve as a converse selection to what could be described as an 

effective future model to dynamic leadership and a template for evaluative behaviors to 

avoid in future training programs. Quantification of the survey data revealed that the 

characteristics of arrogance, selfishness, tameness/shyness, close-mindedness, 

inflexibility, and bias/prejudice were detrimental to the development of junior officers 

and their success as dynamic leaders (Table 2). 

Table 2 

Negative Characteristics Identified in Research Coding 

 

 The characteristics of incompetence, indecisiveness, and inflexibility are polar 

opposites of the positive characteristics of domain knowledge, decisiveness, and 

adaptability. Each of the positive characteristics was defined in FM 6-22, so the 

identification of characteristic-based antonyms was no surprise to the researcher.  

The three positive characteristics are supported within the current leadership 

model, so appearance of their converse characteristics would naturally have a negative 

impact on effective leadership. The negative characteristics of pride or arrogance in 
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contrast to the role of confidence in leadership will be discussed in future sections of this 

research work, as it is potentially evident that there is a fine balance between what could 

be described as confident versus arrogant. Hill (2006) studied the distinct traits of 

effective and ineffective military leaders, finding that openness, agreeableness, and 

conscientiousness were more prominent in effective leaders. Based on this research, it 

could be presumed that the converse characteristics of close-mindedness and shyness 

would be readily identifiable in ineffective leaders. The combination of these negative 

characteristics is a validation of what preferred dynamic leadership should look like 

based on the appearance of contrary behaviors. 

Perception of the Current Training Model 

 The current training model consists of the institutional training required to 

become a commissioned officer in the United States Army along with the characteristics-

based Leadership Requirements Model outlined in the Army’s regulation on leadership. 

Institutional training includes the Reserve Officer Training Corp (ROTC), Officer 

Candidate School (OCS), the United States Military Academy (USMA), and the Basic 

Officer Leadership Course (BOLC). Though each of these curriculums vary in the 

amount of time required to graduate, they are standardized in the outputs required for 

completion and graduation.  

 Fifty survey respondents and three interviewees felt like the current training 

model for leader development was not adequate in preparing junior officers for dynamic 

success. Among those who had negative beliefs regarding the current system, three sub-

themes emerged as relevant for purposes of discussion. The first sub-theme is that there 

may be a lack of mentorship and career guidance for junior officers from senior leaders. 
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The second sub-theme is there is a lack of realistic preparation in the current training 

model. The third and final sub-theme of this section is that the institutional training 

curriculum over focuses on technical competency without focusing on the necessary 

characteristics for dynamic success.  

 Lack of mentorship. Survey respondent #8 stated that “Dynamic leadership 

cannot be taught solely in school or online; active mentors (not directive, micromanaging 

leaders) that provide immediate feedback (positive and negative) to develop upcoming 

junior officers are needed to fix the current problem. The growing of a dynamic leader 

requires engaged senior leaders who understand how to build a team, define goals, and 

provide latitude and communication for the junior officers to learn how the system works 

and ultimately how to be a successful dynamic leader and eventual mentor themselves.” 

In addition, respondent #52 wrote that new officers are dependent on the quality of 

mentors and mentorship they encounter at their new units in order to be successful in 

their positions. Two senior officers made similar statements to the researcher, confirming 

the comments made by junior officers regarding the current training model. A Colonel 

that was interviewed felt that the institutional model was adequate; however, he felt 

senior leaders do not give junior officers enough coaching and feedback during the 

development process as a result of last minute taskings and missions from higher 

headquarters. To add further clarification to the potential severity of the issue, a brigadier 

general with 33 years of service stated that he doesn’t see in the current model the 

mentorship that he received that set him up for success. With the potential absence of 

mentorship comes a perceived notion that junior officers may not be receiving the 

implicit information necessary for future success. Within this particular sub-theme, it is 
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important to note that there was a divergence among ranks in their feelings regarding the 

adequacy of the training model that will need to be discussed in the synthesis portion of 

this research project. More junior officers in the rank of second lieutenant through captain 

found issues with the current training than mid-grade officers in the rank of major. This 

would not be cause for concern other than the fact that officers in the rank of lieutenant 

colonel to brigadier general validated some of the issues that were qualitatively reported 

by their subordinates. The combination of these meaning units could reflect a greater 

problem regarding the expectations of who is being mentored and who should be doing 

the mentoring.  

 Lack of realistic preparation. Realistic training in support of leader 

development is a critical element in support of a training model. Several respondents 

identified variances in the training curriculum that put dynamic leaders at a disadvantage 

as they prepare for future roles and responsibilities within the military construct. 

Respondent #21 reported that the current leadership model creates overconfident and 

under competent leaders that focus on the status quo over creating and building creativity. 

Respondent #28 reported that the current model doesn’t expose second lieutenants to 

situations that allow them to exercise dynamic problem-solving skills or to be bold. 

Respondent #50 stated that the current model is not focused on garrison operations or 

decisive action, and more emphasis needs to be placed upon operating under the 

commander’s intent in lethal environments. Respondent #81 stated that the model needs 

to somehow incorporate experience to enable the appropriate development. Respondent 

#89 stated that the current model does not replicate the actual experiences encountered by 

active duty officers. The reported limitations to the existing model, if deemed realistic, 
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could provide an avenue for improvement to the current developmental path for junior 

officers.  

 Over focus on technical competency. Technical competency or domain 

knowledge was already identified as an important component to dynamic leadership. 

However, several respondents identified that the current models extreme focus on 

technical supremacy could be overshadowing the development of other characteristics 

and behaviors that support dynamic leadership development. Respondent #10 reported 

that the institutional education officers receive focused on mostly technical aspects and 

general leadership whereas the Army may need to also focus on engendering an officer 

culture that is focused on mentorship and a breadth of experience. Respondent #43 

reported that the current model only teaches basic job knowledge —not  people 

interaction or how to inspire subordinates. An interviewee who is a retired colonel 

responded that the amount of time spent training leaders in ROTC was unnecessary and 

could be condensed into two six-week training periods instead of a complex college 

curriculum. Additionally, the training time received post commissioning is inadequate to 

properly train. The identification of imbalance in time and training on specific elements 

could be a factor in negative opinions regarding the existing model.  

Subjective Nature of Situational Success  

 The fourth and final theme that was derived from the research is the persistence of 

subjectivity in the situational success of dynamic officers. Specifically, there is 

subjectivity in how Army leaders are evaluated or assigned to future positions, and these 

elements can play a role in the development and future accession of Army officers. For 

instance, a leader could encounter a supervisor that provides them with a negative annual 
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evaluation based on requirements that are outside that particular individual’s scope or are 

based on personal biases. This negative evaluation can then potentially impact that 

leader’s ability to be promoted and assume positions of greater dynamic development. 

Similarly, groups of junior officer careers are managed by a single individual who is 

tasked with the placement of these leaders in future assignments. Though there is a 

process for future assignments, there is still an element of subjectivity in the process that 

allows for potential bias in projections. Since future assignments in the military are a 

demonstration of potential and can pave the way for dynamic development, any deviation 

could negatively impact the qualifications of success for a leader.  

 One of the interviewees described this dilemma by stating that “no two leaders 

have the same experiences or mentors/advisors,” which contributes to an inherent 

weakness in the current training and development model. Survey respondent #3 identified 

concerns with rating-based leadership and a culture of “fear of failure” as reasons the 

current leadership model was ineffective. As officers lead their units based on positive 

evaluation only, the focus on characteristics and dynamic action can be lost. Similarly, 

officers who lead based on a fear of failure within a zero-mistake structure are bound to 

exhibit tendencies that could be described as reluctant or less dynamic. Survey 

respondent #7 wrote, “The talent management system is broken; Officers are promoted 

with no real incentive to perform well. Instead, the motivation is getting the right jobs on 

paper and self-marketing.” The focus on positions as a means for success instead of 

characteristic development is due to the subjective nature of the process.  
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Analysis and Synthesis of Findings 

 Army leadership is the process of influencing people by providing purpose, 

direction, and motivation while operating to accomplish the mission and improving the 

organization (DOD, 2006). Based on this definition, the ability to provide purpose, 

direction, and motivation are the benchmarks for success and can be adequately described 

in the following ways. Direction is the communication of how to accomplish the mission 

while prioritizing tasks, assigning responsibility for completion, and ensuring 

subordinates understand the standard (DOD, 2006). Motivation outlines the ability to 

inspire others to do whatever it takes to accomplish the mission, and purpose is providing 

the meaning for accomplishing a specific task or mission. So, in order to be successful in 

dynamic environments whether garrison or deployed operations, an Army leader must 

provide purpose, direction, and motivation. In understanding what a leader must do, it is 

vitally important to understand what a leader must be.  

 As stated in the introduction of this chapter, the researcher hypothesized that there 

was a relationship between the characteristics possessed by a leader and their ability to be 

successful in environments that are complex and unstructured. The findings of this 

research support this hypothesis, but there are mitigating factors that must be present in 

order to truly validate a character-based dynamic model. There is in fact a relationship 

between the characteristics of adaptability, communication, domain knowledge, 

confidence, integrity, assertiveness, resilience, decisiveness, empathy, and patience with 

regards to dynamic action. Several of these characteristics are already supported in the 

existing leaderships requirement and training model (Figure 1).  
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Figure 1. Existing Army Leaderships Requirements Model as identified in Field Manual 
6-22. 
 
 The characteristics of adaptability, integrity, assertiveness/ decisiveness, and 

patience are not reflected in the current Army Leadership Model but were identified in 

this research and have been proven to be prevalent traits among successful military 

leaders as also identified in the research of Ozlen and Zukic (2013). Their qualitative 

research sought to identify the degree by which motivating military leadership, the 

military environment, and the characteristics of military leaders benefits the Army in 

general. Though their findings were somewhat different than the existing model, their 

research supports potential inclusion of these additional characteristics.  

Additional characteristics identified by Ozlen and Zukic (2013) were minimally 

captured in the current researcher’s coded survey data. These characteristics include the 

ability for a leader to motivate subordinates, possess charismatic qualities, and display 

loyalty to the organization and its personnel (Table 3). Though each item could not be 
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described as a major theme in this research project, the identification of these 

characteristics in prior research adds value to the generation of a new model.  

Table 3 

Coded Characteristics that Match Olzen and Zukic (2013) 

 

 Two additional characteristics identified by Olzen and Zukic (2013) include the 

ability to display situational awareness and align with the goals of the organization. 

Alignment with organizational goals is similar to a leader’s ability to understand the 

commander’s intent, which was identified in the qualitative responses of two interview 

participants. The collective characteristics derived from the research of Olzen and Zukic 

(2013) combine to form what they would describe as characteristics of military leaders. 

Their incorporation of those characteristics within the military environment formulates 

the leadership relationship model that is depicted in Figure 2. 

 Figure 2. Leadership Relationship Model 

The use of the current Army Leadership Model and the Leadership Relationship 

model form the doctrinal and prior research baseline that support the existing research. 
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Value was derived from the identification of matching characteristics from the coded 

research in comparison to both models and shows that the data was supported by prior 

research. It is important to note that the characteristics identified in the Army Leadership 

Model and the Leadership Relationship Model don’t match in their entirety, but the 

research provided in this study fills the gap in the Army model by identifying 

characteristics that transcend the multifaceted roles of Army leadership. Based on this 

analysis, the complete list of dynamic military leadership characteristics identified in this 

research are listed below in Table 4.  

Table 4 

Identified Characteristics of Dynamic Military Leadership 

 

Though the characteristic-based approach to this research was supported, there are 

additional elements worth discussing. Inclusive in the current research discovery 

regarding the relationship of these characteristics to dynamic leadership is the 

requirement for three external factors to equate to success. Specifically, in addition to the 

attributes mentioned above, a characteristic-based leader requires mentorship, non-biased 

career management, and holistic evaluation to become the type of dynamic leader 

described in an effective leadership model. As reflected in the research, mentorship was 

an apparent gap from the standpoint of implicit knowledge and potential development. It 

is also not listed on the leadership requirements model but can be described as a leader 

necessity for growth outside of institutional means. Non-biased or less subjective career 
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management allows leaders equal access to positions that may enhance their respective 

characteristic skills set. Myers (2019) reported that the Army is now focused on the 

importance of talent management, of getting the best qualified and highest performing 

soldiers into the positions that best fit their skills and knowledge. This also includes the 

introduction of an assignment interactive module to provide more oversight on the 

assignment process. The fact that the Army is finding cooperative solutions supports the 

research findings that career assignments were an organizational problem that impacted 

service members. Sewell (2009) found a holistic emphasis on the emotional side of 

leadership was missing from the definition of Army leadership and the training manual. . 

Future recommendations that will be incorporated into Chapter 5 will outline the 

importance and implementation of these characteristics along with a recommended 

model.  

 For purposes of this research, the components of non-biased career management 

and holistic evaluations will be described as perceptions and assessment. The term 

perception is utilized because career assignment is based on the career manager’s 

perception of the performance and potential of a leader. Perception can also be utilized to 

evaluate a leader’s performance from the perspective of subordinates, peers, and 

supervisors. From a leader’s perspective, perception can include understanding of the 

environment, mission, task, and situation as it relates to military duties in garrison or 

wartime environments. Accurate perception can contribute to positional success and the 

sub-sequential management of potential attributes. Assessment describes the annual or 

positional evaluations that a leader will receive throughout their career that are based on 

the subjective opinions of their direct supervisors without a complimentary board 
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process. Both of these factors need to be included in the dynamic leadership model 

because they have a direct relationship on the development and eventual characterization 

of what positional success equates to.  

 The relationship between the characteristics identified in this research along with 

the additional elements of mentorship, assessment, and perception form the basic 

construct for dynamic leadership. However, the addition of the environmental elements to 

include threats, military tasks/missions/purposes, and positional leadership or the power 

to take charge in the framework of military organizational structure is the true description 

of dynamic military leadership. The relationship between these elements in the format 

described above is the proposed Dynamic Leadership Model which is depicted in figure 

3. 

 

Figure 3. Researcher Depiction of the Dynamic Leadership Model  

 When compared with the identified negative characteristics within the framework 

of the existing model and historical data, the dynamic leadership characteristics reported 

as required by the respondents led the researcher to believe that a constructive change 

could work for the general good. Though no model could be described as perfect, there is 



DEVELOPING THE DYNAMIC ARMY OFFICER  56

definitive room for improvement and that improvement can come based on the qualitative 

feedback of a broad spectrum of current military officers. The new formulation for junior 

officer development would add onto the current model, thus improving a decade old 

product for the dynamic officers it was intended to serve.  

Summary 

 The researcher explored the topic of dynamic military leadership by 

hypothesizing that there was a relationship between the characteristics possessed by a 

military leader and their ability to be successful in garrison and wartime environments. 

The purpose of the study was to identify and describe the characteristics of military 

officers necessary to fulfill their leader roles in dynamic operating environments where 

preparation for unknown situations is paramount for individual and unit success. Utilizing 

a phenomenological qualitative approach, the researcher surveyed 92 Army officers of 

the rank of second lieutenant through major. To validate the responses of the junior and 

mid-level officers, 10 interviews were conducted with senior and executive staff officers 

in the rank of lieutenant colonel to major general. The researcher found that the ten 

characteristics of adaptability, communication, domain knowledge, confidence, integrity, 

assertiveness, resilience, decisiveness, empathy, and patience were prevalent in the 

identification and validation of dynamic characteristics. Additionally, the data exposed 

external limitations to the current model, which led to the potential necessity for 

mentorship, non-biased career management, and holistic evaluation to truly be an 

effective developmental tool and model. The findings of this chapter inform the 

researcher’s proposed solution in Chapter 5.  
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CHAPTER FIVE: CONCLUSIONS AND RECOMMENDATIONS 

Introduction 

 In accordance with the National Military Strategy, currently the primary goal of 

the Army is to increase readiness in support of war fighting capabilities (DOD, 2018). 

Readiness encompasses the process of preparing to train units in garrison environments 

and to successfully complete combat missions in deployed environments. A 

subcomponent of readiness is the preparation military leaders make to lead and improve 

the organizations they are tasked to lead. In order to complete these sub-tasks, leaders 

must be dynamic and/or able to lead in complex military environments. This chapter will 

expound on the research findings of the previous chapter and deliver characteristic-based 

recommendations on what a proposed model for dynamic military leadership could look 

like in today’s Army. This research is not only vital to the future career of Army officers 

but it also potentially provides a predictive way to enhance individual training, which 

correlates directly to the unit’s leaders serve within. 

Purpose of the Study 

 The purpose of this study is to identify and describe the characteristics of military 

officers necessary to fulfill leader roles in dynamic operating environments where 

preparation for unknown situations is paramount for individual and unit success. 

Aim of the Study 

 The aim of this study was to identify the characteristics of dynamic military 

leadership and incorporate these findings into the development of an institutional training 

program for future Army officers that support the potential warfare requirements of the 

Department of the Defense. Institutional training is defined by the Training and Doctrine 
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Command (TRADOC) officer accession and development courses with specific emphasis 

on the Officer Candidate School, Reserve Officer Training Corps (ROTC), the Basic 

Officer’s Leadership Course, and the Captain’s Career Course. Each of these courses has 

the flexibility to add characteristic-based coursework and simulation into the existing 

curriculum and can provide each officer with the necessary information based on their 

rank and prerequisite training. ADRP 6-22 aligns the institutional, operational, and self-

development domains of leadership into doctrine, so any future model would eventually 

need to be published in this regulation (DOD, 2012). 

Proposed Solution 

 The proposed solution is depicted in the blue circular area of Figure 4 and 

encompasses the findings from this research project along with data from current doctrine 

on military leadership. The solution posits that dynamic leadership is the culmination and 

synchronization of four factors to include the fifteen characteristics identified in the 

figure along with the elements of perception, assessment, and mentorship. Together, they 

form an effective leader development model that can positively contribute to a leader’s 

ability to be successful in garrison and deployed environments. The proposed 

characteristics-based model is supported by research, the current military requirements 

model, and the leadership relationship model. The internal variables of perception, 

mentorship, and assessment are recommended changes in military development to 

include the formalization of assignment, evaluation, and senior mentorship programs in 

the Army.  
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 Figure 4. Researcher Proposed Solution  
 

To assist in the execution of the characteristics-based model, the researcher is 

proposing a formalized mentorship program in the military, a holistic evaluation 

approach, and a collective approach to assignment. Currently, mentorship is executed on 

an optional basis depending on the informal requirements of a perspective leader. The 

recommended solution calls for a formal approach to mentorship where mentors are 

assigned a pool of mentees based on occupational specialty, and the mentors are required 

to provide advice on career growth and development when requested. The holistic 

evaluation approach incorporates a board review process in evaluations and eliminates 

the zero-failure culture that has been prevalent in historical leadership models by putting 

less “weight” on the evaluation tool as a predictor for promotions and assignments. The 

collective approach to assignments eliminates the career manager perception role in 

leader assignment and enables a larger pool of leaders to have access to positions that can 

potentially increase their chances for promotion and development. The execution of 

military leadership training through formal military schools will not change based on 

these findings, but the curriculum will need to be enhanced to fit the proposed model.  



DEVELOPING THE DYNAMIC ARMY OFFICER  60

Support for the Solution 
 
 The current Army training model for leadership development is adequate for 

individual success in certain circumstances; however, this research sought to determine if 

a characteristics-based model could enhance the predictors for leader success as the 

complexities in the environment shift. In addressing this dilemma, the researcher found 

that a characteristics-based model was a significant element in an enhanced dynamic 

leadership model, but additional elements were required to satisfy the prescribed 

definition of leadership success in garrison and deployed environments. The introduction 

of the researcher’s proposed dynamic leadership model meets the criteria outlined in the 

study purpose and can work within the current structure of the Department of the Army. 

Additionally, the proposed model validates the characteristics found in the existing 

Leadership Requirements Model, identifies additional characteristics that are necessary 

for inclusion based on outdated doctrine, and recommends other external actions to 

facilitate dynamic military leadership.  

 The proposed dynamic military leadership model is comprised of four elements, 

which can be described as identified leader characteristics, external perception, 

mentorship, and assessment. Leader characteristics are the individual attributes of the 

military professional that are learned, developed, and incorporated into the execution of 

daily duties. These characteristics are “what a leader is” and directly correlates to “what a 

leader does.” The phenomenological research generated a list of fifteen characteristics 

that form the leader identity baseline of the prescriptive model. Each of the characteristics 

were identified from surveys and interviews, the existing leadership requirements model 

in FM 6-22, and the existing research of Ozlen and Zukic (2013). External perception and 
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assessment involve the assignment and evaluation of military officers that provides them 

with opportunities to develop their skill set and gain the experience necessary to be 

dynamic military leaders. Equity in perception and assessment was captured in the 

qualitative data and confirmed by separate recommended changes in the two categories 

that were released Army wide. Specifically, Myers (2019) reported the Army’s new focus 

on the importance of talent management, holistic assignment, and assessments through 

the planned release of the interactive assignments model in late 2019, which will remove 

some of the subjective problems with the element of perception. 

 The need for mentorship was the final element identified as required to build 

dynamic military leaders by the research. Mentorship or the ability to share experience 

and guide learners was a prevalent theme amongst junior officers from a developmental 

perspective. Martin, Reed, Collins, and Dial (2002) specifically researched the concept of 

mentorship in the military. Their findings recommended clarifying and formalizing the 

desired leader behavior of mentorship and classifying it as positive leader development 

and role modeling. Additionally, they conducted a content analysis of 64 essays by senior 

military leaders on the topic of mentorship and found that 71% of the respondent’s 

comments regarding the topic were negative. Though the formal recommendations from 

Martin et. al (2002) were never formally implemented into the military structure, their 

research supports the need from a developmental perspective for a formal approach of 

mentorship to teach, coach, and mentor developing leaders.  

 The four elements of the dynamic military leadership model, leader 

characteristics, external perception, mentorship, and assessment represent the controllable 

portion of the dynamic leadership model. Each of these items can be developed, 
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administered, and implemented in the institution and within the leader. However, what 

completes the model as portrayed in Figure 4 are the environmental factors of structure, 

threats, tasks, and positions that enable a leader to dynamic. These environmental factors 

will vary, but the reaction of the leader based on the foundations of the model to these 

stressors in a positive manner is the personification of dynamic military leadership.  

Factors and Stakeholders Related to the Solution 

 The major factors related to the solution within the constructs of the Department 

of the Army involves the researcher’s ability to explain to military decision authorities 

why the model is relevant, necessary, and aligned with current strategic policies and 

guidance. This includes incorporating the model into the individual readiness goals 

established by the Secretary of Army and strategic communication regarding the method 

behind the change process. This change communication is critical to the success of the 

dynamic leadership model and the eventual phased implementation of the model 

requirements. In order to mitigate the risk involved with communicating this academic 

plan to strategic leaders, the researcher will utilize the change plan process and its tenets 

to usher the change through the military organization.  

 Burke (2014) identified six critical tenets to change that a leader must understand 

and execute to have a successful change plan. These tenets include evaluating the 

external environment, evaluating the organization, identifying the organization’s 

readiness for change, measuring transformation as it pertains to culture, making the case 

for change, and executing the three phases of change. Each of these six tenets is vital for 

the successful implementation of the dynamic leadership model in the Army and 

encompasses the list of factors related to the solution. 



DEVELOPING THE DYNAMIC ARMY OFFICER  63

 Evaluation of the external environment is the first tenet for change. The 

evaluation of the external environment involves analyzing the current capabilities of 

leaders within units in comparison to the expectations of combatant commanders and the 

realities of modern day combat. It also includes the identification of potential future 

threats that will present a clear and present danger to individual dynamic capabilities. 

These threats are outlined in the National Defense Strategy with emphasis on Iran, China, 

Russia, South Korea, and terrorism. Finally, the external environment evaluation looked 

at the current guidance from higher military command elements regarding increased 

overseas operations. The result of this analysis was the realization that the leaders within 

the Army had to transform to meet the combat needs of future warfare. The ability for 

leaders to be dynamic in support of the model assists the future readiness or combat goals 

of the military department.   

 Evaluating the internal aspects of the organization and identifying an 

organization’s readiness for change are the second and third tenets for organizational 

change. The Army’s internal evaluation to identify the organization’s readiness for 

change includes critical assessments of the organization’s financial resources, personnel 

structure, and strategic locations to develop a feasible change plan. Financially, the 

organization has the budget to transform and adopt the model. The material requirements 

for transformation based on the dynamic model are minimal. The personnel structure of 

the organization will require the most work because the people involved in the change 

plan need to trust that the plan is in their best interests. Ensuring that the model reaches 

strategic locations for review and eventual implication will be a critical component for 
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model success. In totality, the organization is ready for change as long as the appropriate 

processes are followed.  

 Measuring transformation as it pertains to culture is the fourth tenant of change. 

The culture within the Army has always had a method for leader development under the 

professional military educational system. This system has changed at least three times 

during the researcher’s 20-year career, so it is presumable that the Army leader culture 

will be able to sustain another change in the leadership development model, especially if 

that model enhances the skillset and success levels of the leaders chosen to serve in 

demanding and dynamic positions. The success of the model after implementation will be 

evaluated in later sections of this paper.  

 Making the case for change is the fifth tenet and encompasses the development of 

the change communication strategy. The Army uses targeting or the customization of 

specific communication programs to reach the intended audience. These communication 

programs include written orders, pamphlets, and newsletters generated to inform adopters 

about the impending changes. The goal for this tenet within the change strategy is shared 

information management to avoid disruption in change plan execution.  

 Executing the four phases of change is the sixth and most important tenet for 

successful organizational change. The eventual release of the dynamic model will be 

executed through the three phases of change identified by Burke (2014). These phases 

include the pre-launch, launch, and post-launch. Each of these phases will be described in 

detail within the Evaluation and Timeline for Implementation and Assessment section of 

this paper. Additional information regarding the stakeholders and other items that are 

relevant to the new model are covered in the subsections below.  
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 Policies influencing the proposed solution. The current policy guidance 

regarding Army leadership is outlined in Field Manual (FM) 6-22. Existing changes to 

technical manuals and Army regulations take 3 years to implement. For this research, an 

amendment to the current list of leadership characteristics outlined in doctrine is required 

to execute the new model. In order to successfully amend the current doctrine, a draft 

excerpt can be incorporated into FM 6-22 and distributed to the field for review, 

comment, and approval. The amendment process is a transparent process within the 3-

year change policy framework. Additionally, a new policy for mentorship needs to be 

created to systemize the process. Currently, mentorship is a selective option based on a 

leader’s willingness to assist and develop others. The new policy would need to mandate 

mentorship as an institutional process with structural requirements based on rank, 

occupational specialty, and the selected leader’s career path.  

 Potential barriers and obstacles to proposed solution. The potential obstacles 

to the proposed solution are the regulatory requirements of changing regulation, model 

adoption within the force, and maneuvering the hierarchal levels of Training and 

Doctrine Command (TRADOC). As mentioned in the prior paragraph, there is a detailed 

process for the change or amendment of regulation. Within the process there are several 

individuals that will need to approve incorporation of the model into doctrine. These 

individuals have different experiences, requirements, and expectations, so the researcher 

will have to be tactful in dealing with these individual “gate keepers” and understanding 

of the potential necessity for administrative changes in support of model acceptance.  

 Model adoption by the force is the second potential barrier to the proposed 

solution. From an institutional perspective, adoption can be seamless at the junior levels 
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of military leader development due to the increased requirements for professional 

military education. However, adoption at the senior level of military leadership will be 

more difficult because most senior leaders have already accomplished the required 

institutional training and have their own internal biases regarding the requirements for 

junior officer development based on their own experiences. In these cases, model 

reinforcement through the use of teaching and training aids along with assistance visits 

will have to occur to reinforce the new model within the current developmental structure.   

 The researcher’s ability to maneuver through the TRADOC structure is the third 

potential barrier for executing the proposed solution. For this barrier, the term maneuver 

is utilized to describe the process and time required to introduce the model to an initial 

organizational agent, allow the model to move through the critical departments within the 

“tall” organization, and eventually gain final approval from the organizational 

commander, which would be equivalent to a civilian Chief Executive Officer (CEO). 

Carzo and Yanouzas (1969) analyzed the effectiveness of tall and flat organizations. For 

their research, tall organizations were comprised of multiple supervisory layers between 

employees and the organizational president, and flat organizations consisted of 

employees with a direct reporting relationship to the organizational president. Carzo and 

Yanouzas (1969) found that there was no difference in the time taken by leaders to 

complete decisions, but “tall” organizations did take longer to process decisions. Their 

research and the researcher’s personal experience in hierarchal military organizations 

supports the premise that the interdepartmental process will be time consuming without 

the appropriate follow-up and support from key agents.  
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 Financial issues related to proposed solution. Although there are  minimal 

budgetary needs for this proposed solution, as a result of the changing of doctrine, field 

manuals, and teaching aids, there may be a requirement for additional appropriations 

through Congress if the Department of Defense Comptroller is unable to utilize existing 

allocated funds. Since the publishing of this model will take place over a 3-year cycle, the 

minimal costs should be incorporated into future budgets for appropriations, allocations, 

and execution.  

 Legal issues related to proposed solution. The proposed solution will have to go 

through a formal legal review process prior to being added to the curriculum. This legal 

review process will ensure that there are no violations of military law or existing 

conditions, and that the policy is generally adequate for distribution. If any elements of 

the model become mandated elements of leader development, then execution and support 

of these mandates could be protected under the Uniformed Code of Military Justice 

administrative law sections. Based on the current military environment, the researcher 

expects there to be no legal issues beyond the normal procedural requirements with the 

execution of the proposed solution. 

 Other issues or stakeholders related to proposed solution. The other 

stakeholder that is related and relevant to the proposed solution is the Human Resources 

Command (HRC) located in Fort Knox, Kentucky. HRC is the major personnel element 

of the United States Army and the proponent for evaluations, boards, assignments, and all 

other personnel actions. Since the model incorporates standardization in the assignment, 

evaluation, and mentorship processes within the military structure, HRC would be the 

lead agency in incorporating these elements for dynamic leadership success. It already 
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has the appropriate processes for new systems and model implementation but would 

require guidance from a higher agency such as TRADOC to begin the process for model 

implementation.  

 Change theory. Change theory with emphasis on the contingency theory is 

relevant to the proposed dynamic leadership model whereas the solution calls for changes 

in behavior based on environmental responses. Also, key agents are critical for 

implementation of the model, and the solution calls for some institutional changes within 

the Army. The contingency theory is comprised of two parts that make up the foundation 

of the model. The first part of the theory is the idea that change implementation in an 

organization can be described as an exercise in social influence, defined as the alternation 

of an attitude or behavior by one actor in response to another actor’s action (Marsden, 

Friedkin, 1993). This stresses the role of the change agent as a key component in 

facilitating change in any organization. The second part of the theory surmises that 

existing institutions are defined as patterns that are so customary (or regimented) that 

actors perceive them as the only possible ways of acting and organizing (Douglas, 1986). 

Instituting changes in an institution that has existed since the Revolutionary War may 

seem daunting, but by working through the appropriate agencies and locating key 

supporters, the model can be implemented and successfully executed.  

Implementation of the Proposed Solution 

 Implementation of the Dynamic Military Leadership model in a Department of 

Defense (DOD) agency is challenging but not impossible. Since the Army is a hierarchal 

organization with layers of leadership, varying gatekeepers, and a bureaucratic element in 

relation to Congress, the researcher has to adhere to a specific process to make a change 
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recommendation. To ensure that the solution can take place, the model has to be 

introduced at the appropriate levels, supported by the Training and Doctrine Command 

(TRADOC), and incorporated into the Department of the Army’s strategic plan.  

 The Dynamic Leadership Model can be introduced through publishing and 

discussion at Army War College in Pennsylvania or through the Center for Army Lessons 

Learned (CALL). Introduction to either agency can occur through the development of an 

executive summary of this research or through the successful publishing of a peer 

reviewed article that meets the requirements for advanced military improvement and 

development. If accepted at either of these two levels, senior leadership within the 

organizations will make the necessary recommendations to TRADOC for incorporation 

into future doctrine and Professional Military Education (PME) courses. These PME 

courses are required institutional courses that all military leaders go through as they 

progress through the varying ranks throughout their career. With TRADOC approval and 

the recommendation of the Secretary of the Army, the model could be incorporated into 

the Army’s strategic plan. This strategic plan is a key component within the National 

Defense Strategy and encompasses the 3-year training plan in military organizations. This 

training plan begins with a vision and end state of where the leader wants to see his or her 

organization in a three-year period and what it will take to the get the organization to that 

point. When done correctly, all parties in the agency understand the direction of the 

organization and their respective roles in ensuring the department reaches its goals. 

Factors and Stakeholders Related to the Implementation of the Solution 

 The integral factors related to the implementation of the solution are time, 

communication, and the environment upon which the model will be introduced. Time is 
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the 3 years it will take to introduce the model and get the model incorporated into 

existing doctrine, if approved. Three years in terms of military strategy and development 

is a relatively short period; however, the researcher will need to ensure that the 

ideological foundations of this research and the model solution remain relevant during 

that time period. One way to maintain this relevancy will be through the publishing of 

research findings in applicable military journals and academic sites. Formal 

communication will occur through the stakeholders as the solution is reviewed, accepted, 

and/or rejected through the process. However, informal communication will be utilized 

via social media to broadcast the major concepts behind the finding’s proposal. The 

environmental factor is the most important element in the implementation of this 

solution. Specifically, what will the military environment look like over the course of the 

next 3 years. For instance, could our nation be engaged in another war or will the military 

focus be on technological based solutions to war fighting? These are unknown elements, 

but the existing solution will support an environment where military leaders are still 

required to make complex decisions in dynamic operating environments, which will most 

likely be required in the short-term future.  

 The integral stakeholders necessary to implement the proposed solution are the 

Center for Army Lessons Learned (CALL), Training and Doctrine Command 

(TRADOC), and Human Resources Command (HRC). Each of these subordinate 

agencies within the Department of the Army construct provides specific services that will 

enhance the implementation and execution of the plan. CALL and TRADOC are pivotal 

during the pre-launch and launch phase since they are the foundation for institutional 

knowledge and education communication. Additionally, they serve as the gatekeepers, 
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initial approvers, and key allies that will usher acceptance of the model at the higher 

levels of the military structure. HRC will be the lead agency during the launch and post 

launch phase since it will handle the execution of the supporting tenets of the dynamic 

model to include the mentorship and perception elements. HRC can also assist in the 

eventual evaluation of the model across the spectrum of dynamic military leadership 

since it has direct access to the military records that can assist in the identification of 

leader success.  

Leader’s role in implementing proposed solution. Leadership in organizations 

while implementing strategic change and planning is a difficult but achievable task. 

When done correctly, proper leadership can posture organizations for future success. If 

strategic change is executed incorrectly, the results could be catastrophic, long lasting, 

and detrimental to the growth and functionality of the leader’s organization. Thus, the 

correct way to lead an organization and successfully implement a strategic plan involves 

communicating the vision, leading with transparency, and building support from key 

agents in the organization.  

Vision communication is the way a leader explains the strategic plan and goals to 

the members and leaders of their respective organization. This communication utilizes the 

appropriate management tools to include meetings, newsletters, and company briefings to 

deliver a clear and concise message for the purposes of awareness and buy in. Feedback 

from organizational members should be expected as a result of vision communication, 

and that feedback should be incorporated into future messaging. Communication of the 

vision is important because people need to know what is going on in order to support the 
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goals and objectives of the organization. Therefore, the goals must be appropriately 

communicated to allow the organization to reach its objectives.  

 Leading with transparency is a two-fold process involving consistent leadership 

and employee involvement in some facets of organizational decision-making. Consistent 

leadership is a behavioral trait that allows employees to develop expectations based on 

integrity, honesty, and past behavior. Consistent leadership also enables followers to 

develop an understanding with the leader and predict actions based on individual 

perceptions of leader characteristics. These characteristics create a standard of behavior 

and azimuth for leadership actions. Employee involvement is the second element of 

leading with transparency. “No organization can function effectively if every operational 

decision is relegated to a committee. However, leaders who are charged with executing 

policy have a responsibility to the organization to make their executive decisions 

transparent and to seek the advice of fellow leaders when appropriate” (Patti, 2011). As a 

leader, I understand that followers cannot be involved in all aspects of leading, managing, 

and decision making but when feasible employee involvement will enhance strategic plan 

execution. This demonstrates that a leader cares about their followers’ opinions, breeds 

open discussion, and creates transparency by allowing others to be a part of the internal 

workings of the organization. The increased employee involvement will lead to further 

commitment, and commitment will lead to goal achievement. 

 Building support from key agents within the organization is the final component 

of leading an organization through strategic change. Leaders are unable to drive strategic 

change on their own merits. Thus, support is a necessary ingredient for the execution of 

any strategic plan. Support involves buy-in from key members of the leader’s 
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organization, teamwork in executing the strategic plan, and the maximization of human 

capital in accomplishment of strategic goals. Building support begins with identifying 

key agents, utilizing interpersonal tact to garner the support of key agents, and then 

ensuring that the key agents use their position and skillset to communicate the vision and 

accomplish the strategic plan. In order to identify key agents, a leader must define what a 

key agent is. A key agent is anyone who functions as a leader in the organization by 

position or by talents, skills, and attributes and who is able to influence the actions of 

others. Under this definition, key agents could be supervisors or employees within 

departments who possess the ability to positively impact others. Once key agents are 

identified, then the leader must garner their support. “In order to gain the necessary 

support, key decision makers and important stakeholders must be open to the idea of 

change, and they must be offered specific inducements to gain their support.” (Bryson, 

2011, p. 243).  

 Building support for the proposed solution. Building support for the proposed 

solution will occur through informal information communication in two distinct ways. 

First, approved copies of the research will be released to senior military leaders in key 

positions so they can provide informal feedback on the proposed solution and the tenets 

required for successful execution in the Army. These key leaders will have direct 

knowledge regarding the background and research findings if and when the final product 

is released to the entire force. Second, an executive summary of the findings will be 

disseminated on three major Facebook pages that encompass thousands of Army leaders 

in the commissioned officer ranks. This release will be scholarly and informational in 



DEVELOPING THE DYNAMIC ARMY OFFICER  74

order to communicate the proposed solution to the impacted population  on the largest 

scale possible should the Army adopts the model.  

 Additional considerations for implementation and assessment. The additional 

considerations for implementation and assessment of the solution are the minimal 

funding requirements and the feasibility to assess the effectiveness of the solution. As 

stated in prior sections, funding in the military is tied directly to congressional 

appropriation and authorization. So, all funding required for the eventual publishing of 

doctrine and training aids will need to be budgeted prior to the fiscal year the model is 

released and approved within the Defense Authorization Budget.  

 Assessing the feasibility of the solution is the second consideration for 

implementing the solution. Understanding that it will take 3 years to publish the final 

model and approximately another 3 years to allow the model to permeate through the 

military, the researcher is looking at assessing effectiveness no earlier than the year 2025. 

Additionally, the actual assessment will need a survey mechanism that can reach the 

entire affected population to assess effectiveness. To facilitate this assessment, the 

researcher will suggest that feedback on the model be incorporated into the existing 

Multi-Source Assessment and Feedback (MSAF) system. The MSAF is an automated 

tool that solicits feedback on leaders from subordinates, peers, and senior leaders. The 

characteristic-based model could be incorporated into the system as a feedback 

mechanism that allows users to identify, rate, and comment on their leadership 

experience in coordination with the Dynamic Leadership Model.   

 Global and external implications for the organization. The global and external 

implications for the organization surround the concept of readiness. Readiness is the 
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number one priority in the United States Army and can be described as the individual and 

collective preparedness for war or conflict. The proposed solution increases readiness by 

developing leaders that can operate successfully in the dynamic environments of war and 

peace. The individual success of leaders then directly translates to increased performance 

collectively within units, which correlates to military readiness goals. Globally, an 

organization that is improved at the individual and collective level will be able to 

accomplish strategic objectives. In the case of the Army, the organization will be 

postured to fight the nation’s wars abroad.  

 Improvement implications in the Army also have a direct impact on the ability for 

the country to govern and execute influence globally through national instruments. The 

execution of the national instruments of power includes the use of diplomacy, 

information, the military, and economics in global affairs (Farlin, 2014). The military is 

one of the four aforementioned instruments, but the ability to project military power 

hinges on the service’s ability to accomplish its assigned missions. The proposed solution 

enhances individual leadership, which creates better organizations that are technically 

equipped from a leadership talent perspective to assist the military in being an instrument 

of power.  

Evaluation and Timeline for Implementation and Assessment 

 The release of the dynamic model will be executed within the framework of the 

three phases of change identified by Burke (2014). These phases include the pre-launch, 

launch, and post-launch. 

 The prelaunch phase encompasses the evaluation of the environment, setting the 

tone for the change, and the development of the mission and vision needed to guide an 
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organization toward change. The researcher will utilize this paper as the evaluation of the 

environment and the model-based recommendation to set the tone for change. By 

publishing this document and disseminating an executive summary of the findings 

informally and formally as depicted in Figure 5, the researcher is setting the tone for 

change. Though the formal mission and vision of the United States Army will not change, 

the modified vision will describe the dynamic leadership model as a mechanism for the 

development of the types of leaders that support military readiness goals and are able to 

operate in the varying environments that can be anticipated in future conflicts. Critical 

prelaunch tasks for the model also include ensuring that the change plan has top 

management support, that the change is adequately planned, and that the change supports 

the values of the organization (O’Toole, 1995). These commonalities of successful 

change identified by O’Toole (1995) serve as predictors for success and have already 

been incorporated into the phased execution plan for this model.  

 The launch phase for the model will include the fulfillment of the initial actions 

necessary for change execution and dealing with resistance. Since the model is being 

incorporated into an institutional system, other agencies will be responsible for the 

execution of the tasks related to working through the resistance. Under normal 

circumstances, the primary focus during this phase would be the identification of change 

agents, change leaders, and change managers within an organization to push the plan 

from innovation to final resolution. However, based on the requirement to introduce the 

model systematically, change advocates will need to be identified during the pre-launch 

phase to successfully usher the model through the pre-approval to execution processes. 

Rogers (2003) described change agents as individuals who influence clients’ innovation-
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decisions in a direction deemed desirable by a change agency. Burke (2014) described 

change leaders as individuals who are personal about organizational goals and relate to 

subordinates intuitively. Conversely, Burke (2014) described change managers as 

individuals who are impersonal about organizational goals and relate to subordinates by 

role. The change agents for this model are the organizational staff leaders that work 

within the organizations that will guide it prior to dissemination. These agents are directly 

impacted by the impending change as a result of their rank and position and should value 

the important of the change recommendation for their own futures. The change leaders 

are the directorate commanders and leaders from HRC and TRADOC that will guide 

their staffs through the military decision-making and staffing process as a determination 

is made regarding the release of the model to the general population. The change 

managers are the other leaders within the military organization who oversee the change 

as a result of their leadership position. Together these individuals form a change team 

ensuring the successful diffusion of the modular innovation through strategic 

communication, policy guidance, and teaching and training, as necessary.  

 The post launch phase is the final phase of change and will include an assessment 

of the model’s impact on the intended population through field evaluation. This 

evaluation will also seek to understand if the organization can sustain the change 

identified in the model and deal with any unintended consequences for a prolonged 

period (Burke, 2014). To avoid the need for further innovation, the researcher is 

recommending that the existing MSAF tool be utilized to capture all post launch data. As 

stated in previous sections, the MSAF tool utilizes a 360-degree feedback system of peer, 

subordinate, leader, and supervisor comments to address the leadership effectiveness of 
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an individual. By incorporating an evaluation of the characteristics identified in the 

dynamic leadership model along with critical questions regarding potential and 

mentorship into the system, the appropriate amount of substantiating or non-

substantiating data could be derived to support the continuation of the developmental 

method. If the post-launch data support the Army’s readiness and development model of 

generating dynamic and more prepared leaders, then the change will be sustained. If there 

is any diminishment in preparation or leadership, which is not expected since this model 

builds on the existing program, then the program could risk discontinuance. To ensure 

that the correct data is collected, the researcher is recommending that the first post-launch 

assessment does not occur until four years after launch to ensure that the themes 

highlighted in the model are saturated amongst military leaders.  

 Though no problems are expected, there is a potential for unintended 

consequences during the post-launch phase. The researcher is predicting that any 

unintended consequences will occur in the identification of additional and unexpected 

costs or in the feasibility to thoroughly execute the model at all levels and organizations 

throughout the Army. There may be certain instances or career fields that are unable to 

adopt this model within the 4-year time period, and this model could positively impact 

attrition and potentially slow down the rate of promotion. Specifically, it is inherently 

possible that a model that leads to greater success minus the repercussions of a zero-

defect culture could create career longevity and increased retention that slows down 

promotion numbers in an organization whose manning numbers are congressionally 

mandated. It is important to note that this dilemma is not expected, but it is worth 

mentioning in case the model has an impact on retention.  
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 The total timeline for the dynamic leadership model, including the specific steps 

necessary to move the innovation through the change process, is shown in Figure 5. 

Figure 5. Implementation Timeline 
 

Implications 
 

Practical Implications 

 The dynamic leadership solution has practical implications on the individual and 

organizational level. From an individual leader perspective, the study could change the 

way leaders are trained in the United States military as well as change the way strategists 

and planners manage global military problems. From a military perspective, the key focus 

in the development of strategy is the application of operational concepts through the 

complex understanding of the environment (Joint Staff, 2011). The operational concepts 
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include the art of strategy, which encompasses the individual experiences, characteristics, 

and thoughts of a perspective leader in combination with the designed processes that are 

inherent to military campaign processing. By focusing on subjective experiences in the 

context of military leadership, prescriptive guidelines for leaders to operate in extreme 

contexts could be developed and validated (Bangari, 2014). The extension of the ability 

to operate in extreme contexts or dynamic environments thus forms the framework of the 

“art of leadership” that is necessary in the development of plans and strategies at global 

levels.  

 Leaders could also use the research findings to successfully mentor and/or 

evaluate junior officers on the prerequisite characteristics necessary for military success. 

The successful application of mentorship can assist in the development of the type of 

leaders that the Army is looking for to tackle the obstacles of the complex environment. 

Mentorship can also assist other leaders in maneuvering through the various rank and 

positional requirements in coordination with addressing the perception dilemma that has 

stagnated military leader careers prior to the recommendation of this model. Ulmer 

(1998) wrote that mentoring and coaching can assist in the developmental process, 

assignment, and selection of leaders. However, the routine use of mentorship has been 

seldom used and is dependent on the interest and skills of selective leaders. The 

formalization of a prescriptive strategy for mentorship eliminates the optional component 

of external leadership development and recognizes the importance existing leaders have 

on teaching others. Military leaders could also use the information for professional self-

development, reflection, or as a gauge to measure their own strengths or weaknesses. In 

understanding the dynamic leadership model, a leader is better able to predict the 
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applicable skills that are required to operate in divergent military environments. Through 

the additional use of critical and personalistic reflections, individual growth is 

maximized, enabling leaders to identify their strengths and weaknesses from the self-

assessment (Valli, 1997). The hope is that once  individuals identify their limitations, that 

they work within the existing structure or through external avenues to enhance 

characteristic shortcomings in support of a dynamic equilibrium that supports the 

objectives of the model.  

 At the organizational level, this leadership model could be introduced into the 

leadership curriculum at all entry-training locations and added as doctrine to military 

manuals, catalogs, and publications. The model could then be shared with other service 

components and federal agencies, leading to a common leadership developmental 

standard within the Department of Defense. There are two additional implications that 

this model could have on other organizations. The first implication surrounds the idea 

that contextual turbulence can be a part of normal operational environments, so strategic 

planners need to be prepared to implement change during periods of uncertainty (Ramirez 

& Selsky, 2014, p. 100). Planners and strategic leaders must be prepared to not only deal 

with the turbulence that creates the organizational need for change but also continue to 

address other issues while implementing the process. This could be described as the need 

to be dynamic during dynamic processes such as change. Though the model seeks to 

address the concept of dynamisms in wartime and peacetime environments, there are 

potential implications in the varying areas of organizational behavior and leadership that 

incorporation of this model will benefit. The second implication for organizations based 

on this model is the ability to bring individual leaders together to increase the collective 
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talent of the organization itself. It could be presumed that any model that has positive 

individual affects across a spectrum of individuals could also lead to collective 

improvements when those individuals are joined together under the same vision, mission, 

and purpose. Therefore, the dynamic leadership model can increase the talents of 

individuals but also increase the effectiveness of the organization under the right 

circumstances.   

Implications for Future Research 

 Implications for future research can also be described in relation to individual 

characteristics and organizational capabilities. Execution of the dynamic leadership 

model has implications for future research regarding the model’s impacts on followers or 

subordinates in military terms. As stated earlier in the paper, a leader can’t be successful 

or characterized as a leader without some type of follower base. While the model seeks to 

improve individual leader capabilities, what effect does it have on the individual 

followers? Is leadership improving despite follower efforts or is the model improving the 

follower from a relational and developmental standpoint? In understanding the additional 

impacts of the model on other individuals, the case can be made to expand the model use 

outside the federal spectrum or change certain elements to ensure positive outcomes are 

achieved for all parties.  

 Wilden et al. (2013) proved that there is a correlation between dynamic 

capabilities in organizations and their ability to perform within the frameworks of 

strategy, structure, and the environment. The identification of dynamic capabilities at the 

organizational level is broad, but identifying the critical elements that contribute to these 

capabilities is relevant and important in the scope of military affairs. Therefore, the 
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implication for research in evaluating the potential impact of the dynamic leadership 

model is understanding and addressing the impact the individual model can have on the 

capabilities of military organizations. Specifically, is there a relationship between an 

increase in the dynamic abilities of leaders and the organizational capabilities of the 

agencies they serve? Does the addition of dynamic leaders in organizations enhance the 

agencies own dynamic capabilities? This concept could be just as important as the 

individual model because from a military perspective units are supposed to be prepared to 

deal with varying situations in complex environments as well.  

Implications for Leadership Theory and Practice 

 The dynamic leadership model has identifiable characteristics that align directly 

with transformational leadership. Because transformational leadership incorporates 

charisma and leader involvement to transcend individual self-interest and focus on the 

transformation of other individuals and the organization itself, this model attempts to 

influence leaders in hopes of making the Army organization better and more capable to 

deter future aggression. Based on this consideration, it is apparent that transformational 

leadership is still necessary in authoritarian organizations. Based on its hierarchal 

structure and rank based system, the military is a type of authoritarian organization where 

power is derived from one’s position. 

  Burke (2014) wrote that power is the capacity to influence others while 

leadership is the exercise of that capacity. The writings of Burke (2014) surmise that 

positional power as depicted in military organizations is not enough to effectively 

manage organizations. The researcher agrees with the author’s assessment and further 

believes that transformational leadership characteristics along with positional power 
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inherent to military organizations are the necessary components for leadership in 

complex environments. Under this premise, the implication is the requirement for 

transformational type leadership or a hybrid of leadership styles in military contexts that 

work as a mechanism for developing individuals and units. This style of leadership is 

what the military and American people require, as global demands shift, and we prepare 

for what future conflict will look like.  

 The dynamic leadership model also supports components of the contingency 

theory. The Contingency Theory of Leadership states that a leader’s effectiveness is 

contingent upon how his or her leadership style matches the situation and what kind of 

leadership style and situation he or she thrives in (Leadership Theories, n.d). The 

dynamic model attempts to develop and mold a type of leader that is able to execute 

successfully within the framework of the theory. The contingency theory consists of two 

parts that make up the foundation of the model. The first part of the theory is the idea that 

change implementation in an organization can be described as an exercise in social 

influence, defined as the alternation of an attitude or behavior by one actor in response to 

another actor’s action (Marsden & Friedkin, 1993). The second part of the theory 

surmises that existing institutions are defined as patterns that are so customary that actors 

perceive them as the only possible ways of acting and organizing (Battilana & Casciaro, 

2012). This represents the status quo or in the current military example, the current 

method for leader development. Any change to the status quo could be described as a 

divergent organizational change and would require change agents to persuade other 

organizational members to potentially break with the norms of their institutional 

environment (Battilana, Casciaro, 2012). The dynamic model is the change in 
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institutional patterns, but it also encapsulates the necessary reaction of military leaders to 

the potential and impending actions of another. In the realm of military operations, the 

impending actions of another entity comprise the strategic preparation that drives the 

requirement for a dynamic leadership model. The environment that the military is 

operating in, including unknown elements, supports the need for contingency preparation, 

and the model is the prescriptive answer. 

Summary of the Study 

 As a leader in the United States Army, the researcher sought to understand how 

military leaders could prepare for future conflicts and contingency operations when that 

nature of war and peace shifted from conventional to unconventional means. Without a 

predictable pattern for what leadership in the Army would look like in the future, the 

researcher sought to identify a dynamic model for leadership that could prepare leaders 

for successful wartime and peacetime leadership. The term dynamic was utilized to 

describe the ability to not only coexist, but to thrive in any environment the leader 

encountered. The dynamic leadership study addressed the developmental leadership 

needs of future Army leaders as they prepare for unknown environments, providing a 

framework for future military training and aiming to supplement current military 

doctrine.  

 In order to address the dynamic conundrum and identify a model, the researcher 

utilized a phenomenological approach to interview and survey existing Army officers in 

varying ranks. The proposed solution from the data collected was a comprehensive model 

that encompassed 15 characteristics that are recommended for leaders to possess, which 

equate to dynamic tendencies. In addition to these characteristics, the proposed solution 
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identified additional elements that are critical predictors for military leadership success. 

These elements include mentorship, assessment, and perception along with work in 

combination with characteristic-based leadership to form the base construct of dynamic 

leadership. When environmental factors including threats, military tasks/ missions/ 

purposes, and positional leadership or the power to take charge in the framework of 

military organizational structure encounter the base construct, then the resulting 

relationship becomes the proposed Dynamic Leadership Model.  

 Implementation and evaluation of the proposed solution will take place over the 

course of a 6-year period. The first 3 years involve ushering the model and its tenets 

through the appropriate military sub-organizations to garner feedback, get approval, and 

add the information to existing doctrine. The next 3 years encompass the saturation of the 

model themes throughout the developmental levels of the Army along with feedback 

utilizing the existing assessment tool. Though 6 years may seem like a long time, the 

implications for military affairs and global operations through defense stability and 

readiness outweigh the prolonged implementation period. In addition, the ability for the 

proposed solution to contribute to the greater good of the military profession t enhances 

individual success in support of collective tasks and missions while providing Army 

leaders with the necessary tool to adequately prepare for the unknown future 

environment. This dynamic leadership model may not solve all military leadership 

problems, but it provides a framework to address the varying situations that military 

leaders may encounter throughout the course of their career, including unpredictable 

places where success or failure can be a matter of life or death.   
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Appendix A 
 

Survey Protocol: A Military Model for Dynamic Leadership 
Respondent Name: 
Respondent Rank:  
Last four of DOD ID:  
 
Introduction: Sir or ma’am thank you taking the time to take this survey and assist the 
researcher in the completion of this project regarding dynamic military leadership. Please 
understand that for research purposes, the term “dynamic” means a leader is capable of 
being successful regardless of the situation and during garrison or wartime operations. I 
also want to remind you that your responses will remain confidential. Though I do plan 
on sharing my research results with the department of the Army, I will not share 
information on individual participants.  
 
Survey Questions: 

1. How long have you served in the Army? _________________ 
2. What was your source of commission (Select one)? Direct/ROTC/USMA/Other 
3. How many deployments have you had and what were the 

locations?_________________________________________________________
_________________________________________________________________ 

4. What was your role during your deployments if applicable? 
_________________________________________________________________ 

5. Based on the definition of dynamic described in the introduction, what 
characteristics would you identify as necessary for junior officer success (Please 
list four-six characteristics)?  

      _____________________    ___________________  ____________________ 
 
      _____________________    ___________________  ____________________ 

6. Based on the definition of dynamic described in the introduction, what 
characteristics would you identify as negative or unnecessary for junior officer 
success (Please list four characteristics)?  

      _____________________    ___________________  ____________________ 
 
      _____________________ 

7. What characteristics do you personally see in your peers or other senior offices 
that contribute to a dynamic self-identity? 
__________________________________________________________________
__________________________________________________________________

8.  Do you believe that the current military model for training junior officers on 
leadership is sufficient to accomplish future military objectives? Yes or No 

9. If you answered “no” to question #8, please provide a brief explanation to why 
you feel that way? 
__________________________________________________________________
__________________________________________________________________
__________________________________________________________________ 
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10. What characteristics would the perfect leader possess? 
_________________________________________________________________ 

 
(Survey Validation Section) 
 
 

Field Notes 
 

Question Characteristics Described Notes 
 
 
 

  

 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



DEVELOPING THE DYNAMIC ARMY OFFICER  96

Appendix B 
 

Interview Protocol: A Military Model for Dynamic Leadership 
Time of Interview: 
Date: 
Place: 
Location Description: 
Interviewer: 
Interviewee: 
Position of Interviewee:  
Recorded: Y or N 
 
Introduction: Sir or ma’am thank you for agreeing to be interviewed and taking time out 
of your schedule to assist in the completion of this project. As communicated in my 
initial conversation, I am researching leader characteristics by interviewing current 
military officers at all career levels to determine if there is an effective model for 
dynamic leadership. Please understand that for research purposes, the term “dynamic” 
means a leader is capable of being successful regardless of the situation and during 
garrison or wartime operations. I also want to remind you that your comments will 
remain confidential. Though I do plan on sharing my research results with the department 
of the Army, I will not share information on individual participants. (Have them sign the 
consent form). Let them know they can take a break at any time and that they can ask you 
if they have any questions, etc.) 
 
Questions: 

1. How long have you served in the Army? 
2. What was your source of commission? Direct/ROTC/USMA/Other 
3. How many deployments have you had and what were the locations? 
4. What was your role during your deployments if applicable?  
5. How was your success measured during the deployment if applicable?  
6. How did you measure the success of your subordinates during the deployment? 
7. Based on the definition of dynamic described in the introduction, what 

characteristics would you identify as necessary for junior officer success?  
8. Describe a memorable wartime (deployed) leader you have encountered in your 

career? What made that person memorable to you? 
9. What is your current military role? 
10. How is your success in your current position measured? 
11. How do you measure your subordinate’s success currently?  
12. Describe a memorable garrison leader you have encountered in your career? What 

made that person memorable to you?  
13. How does a leader demonstrate dynamic leadership? 
14. What characteristics do you personally see in your peers that can contribute to a 

dynamic self-identity?  
15. What characteristics have you seen in others that could be described as non-

dynamic?  
16. Explain your perception of the current military model for training junior officers 
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on leadership?  
17. Describe what your ideal military leadership model would look like?  
18. Is there any situation that you believe that a leader cannot be trained to deal with? 

Would you expound on that?  
 
(Survey Validation Section) 

19. Do you think adaptability is an important characteristic in dynamic leaders? Why 
or why not? 

20. Do you think communication is an important characteristic in dynamic leaders? 
Why or why not?  

21. Do your think resilience is an important characteristic in dynamic leaders? Why 
or why not?  

22. Do you think transformational characteristics are important in dynamic leaders 
(provide definition of transformational if necessary) why or why not? 

23. If there is something more you’d like to add about _____ that I have not asked 
please describe that for me. 

 
Probing Tools: 
 
Additional questions for depth and breadth to the above questions: 
Would you expound on that? 
Tell me more. 
How would you describe that in a different way? 
I would like to hear more about that. 
Would you clarify that for me? 
What was the effect of that incident? 
What were the consequences? 
What was your reaction to that behavior? 
Take me through your thought processes during that time. 

Field Notes 
 

Question Characteristics Described Notes 
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Length of activity: 

 
Response Description Reflective Notes 
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