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Is Your Law Practice Battle Ready?
Applying Military Lessons in Leadership, Task Management and Performance
to the Practice of Law

Elisabeth Pennix
General Counsel, Illinois Department of Veterans Affairs
Commander, U. S. Navy

Conrad C. Nowak
Partner, Hinshaw & Culbertson LLP
Former Non-Commisioned Officer, U.§ Army

LEADERSHIP
- Factors of Leadership
« the Led

« the Leader

= the Situation

+  Communication

« Principles of Leadership

ELEMENTS
«  Correct assessment by the leader of the soldiers being led
+  Subordinate’s competence
+  Subordinate’s motivation
+  Subordinate’s commitment
«  Proper leadership actions taken at the correct time

CLIMATE
«  The lcader must create a climate that encourages subordinates active participation {o
accomplish the mission
« Key ingredients to develop this are:
»  Mutual Trust
= Respect
+ Confidence

HOW THE MILITARY REALLY DOES IT, AND SIMILARITIES TO LAW PRACTICE
*  Breaking down
* Building up
+  Dynamic stress environment
+  Challenging
+  Trust

LEADER RESPONSIBILITY
«  Under the military model, leader assumes responsibility for subordinate failures
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+ Leader’s job to assess subordinates, determine appropriate motivational triggers
» Leader’s job to determinc appropriate discipline

ASSESSING
« Know your subordinates and look out for their well-being
+  Develop a sense of responsibility in your subordinates
«  Ensure the task is understood, supervised, and accomplished
+ Build the team - skill sets may differ
*  Employ your “unit” in accordance with its capabilities

INSTILLING CONFIDENCE

+  Soldiers want to be led by leaders who provide strength, inspiration, and guidance and
will help them become the best they can be. Whether or not they are willing to trust their
lives to a leader depends on their assessment of that leader's courage, competence, and
commitment. LAWYERS ARE NO DIFFERENT.

+  As a lcader, you must be the greatest servant in your unit. Your rank and position are not
personal rewards. You eam them so that you can aid your subordinates (ASSOCIATES]),
{(PARTNERS), your unit (FIRM), and your nation (PROFESSION)

THE LED

«  EFFORT AND COMMITMENT MUST EXIST, JUST AS YOU EXPECT THE SAME
FROM YOUR LEADERS
LISTEN, LEARN, APPLY, REFINE
UNDERSTAND THAT THERE ARE DIFFERENT LEADERSHIP STYLES, TAKE
NO OFFENSE
COMMUNICATE - EFFICIENTLY - FULLY
SUPPORT YOUR LEADERS, JUST AS YOU WOULD EXPECT THEM TO
SUPPORT YOU
“LOYALTY UP, LOYALTY DOWN™

AFTER ACTION REVIEW (“AAR™)

» The Army's After Action Review (AAR) is arguably one of the most successful
organizational learning methods yet devised. Yet, most every corporate effort to graft this
truly innovative practices into their culture has failed because, again and again, pcople
reducc the living practice of AAR's to a sterile technique. — Peter Senge, MIT

*  An AAR is an assessment conducted after a project or major activity that allows both
employees and leaders to discover and learn what happened and why.

Leaders and subordinates gather after a major project or task and identify items for
improvement, change

APPLICATION TO SOLO OR SMALL PRACTICE

. Much like military Special Operations; broader skills required of fewer people
. Discipline, Practice Management, Tune Management
. Presentation and attention to detail
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1. Initial Objective 2. Reality

What were our intended What were cur actually
results? resuits?
{What was planned?) N {What really happened?)
e M\.r#if
AN ./Arm\
N
4. Goals 3. What We
e
Learned

What will we sustain or

mpr ?
improve What caused our results?

{The hypotheses - What
can we do better next
time?)

{Whatis the take-away?)

5. Experiments

What are some upcoming
opportunities inwhich to
test our hypotheses in
action?
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SECTION 1y
SUMMARY OF LEADERSHIP

The principles of practical leadership have been discussed in the
preceding chapters from a military point af view. Before summarizing
the fundamentals of good leadership, it is considered advisable to give
a few typical statements to test the reader's knowledge or to assist one
in conducting a discussion on the subject. The statements below are
based upon the fundamental doctrine of leadership, and they have
been carefully selected {rom numerous surveys conducted within the
Army in the interest of establishing better human relationships. The
thoughts contained in these statements could well be made as positive
staternenta of fact; howerver, to stunulate interesi and discussion it is
preferable to allow the reader to arrive at this own conclusion. The
answers are comparatively sasy. The bir question is: “Do vou, ss a
leader, lpﬂv_m them, or does your lender apply them?”” Read'and study
each of the followinug statements careflully and indicate your answer in
the apace provided.

Awarding Punishment and Restrictions: Yes No

1. Award punishment to the individusl offender

and not to the entire unit because one or two indi-

viduals violated a regulation. e
2. Do not reprimand an individual in the presence

of other members of the unit. —
3. Award penalties or resirictions, as required,

which are in keeping with the nature of the offense,

and can be ?m.&ﬂmnﬂ under the circumstances. i e
4. Establisb and publish rles pertaining o re-

atructions, inchuding penalties so that all members

may know in advanee. e
5. Make it a rule that when an offender has paid

his penalty and learned his “lesson’” he starts anew

with a clean slate.

Establishing a Sound Basis for [Mscipline:

t. Publish sound orders for benefit of all members

of the unit. Do not issue orders or rules on irivial

matters, as it depreciates the foree of hmportant

orders, e
2, Explain the reason for all directives and orders

whenever possible.




3. Conduct and actions of a leader must be in
accord with that required of members of his unit.

4. Prepare plans MG_. the work of the unit well in
advance and ace that the members are informed of
such plans.

5. Do not make promises to members of your unit
which you are not positive you cun fubfill.

Praising Members of Mwesﬁﬂwxx..

1. Heartily snd quickly compliment an individusl
or group who has performe a particutarty good job.
2. Even though members are cxpected to do a
moo& job, be the first to tell themn when they have
one so. .

3. When a leader bas been recommended by his
supervisors for good work of his unit, he should pass
the commendsation on t¢ members of bis unic.

4. When the leader talks  with individuals on the
job, he shonid let each know how itnportant the
mdividual is to the team,

5. Solicit suggestions from members of the unit
i an effort to Mmprove working and secial relation-
ship in the unit. ’

6, Catalog the skills and special qualifications of
members of the unit in order to utilize their services
more efficiently and effectively,

Dealing with Individuals:

1. Greet members by name pleasantly when youw
see ther; be cordial,

2. Make it convenient for members to talk ta you
ghout their personal problems.

3. Do not assume the actitude that 1 am
monarch of all I survey.””

4. Instil confidence in your tmembers by assign-
ing responsibilities in proportiosn to their capacity
to perfornt.

5. Do not be indifferent by word or manner so as
to imply that a sick member ia “gold bricking.”

6. Let it br well known that you are vitally in-
terested im,the 11.&0::._ health and welfare of mem-
hiers of your umt.

7. Do not treat your members rs children or as
being inferior to you. .

Recognize Importance of Work of Members of Four
it
1. Show the members thet their work is vitally
unportant to the unit.
2. Let it be understood that accomplishment is
the primary busis for priaise sml reward,
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3. Stress the importance of the primary mission
of the unit and do ot allow noncssential matters
to interfere with the primary mission.

4. In praising members for good work dJdo not

of..l.cor the members whe are doing routine and
odd jobs.

Know Individuals of Your Unit:

1. Interview each wmember of your-unit per-
sonally as sven as you enn. Fach will then know
that vou know something of bhis interests and
capabilities,

2. Learn the name of cach member of your unit.

3. Visit members at their work and see what
they actually do.

Building Pride in @ Unit:

1. Encourage and support unit activities such as
organized athletics. dauces, parties, etc,
2. Select recrentional activities of different types
fnd urge maximum individunl participation.
i & Invite suggestions from membhers to determine
what ghould be done for the benefiy of the entire

¢.-
e of Membera of Your Unit:

Batablish and publish a uniform systewn for
nce of passes that will work equtitably for all
bers. ach member should be able to plan for
Vistt the mess of the members frequently and
Fasionally ent in the mess, 50 as to know the qual-
v of the [00d and the general conditiou of the mess.,
B
.73, Inspect quarters of the members o see thnt
*‘they are adequate and comfortable.
4. Visit members who are hospitalized or siek in
quarters. i
i 5. Imspect for matters important to the unit, iis
members, and its future welfare.

Promotions:

1. Establish a promotion policy in keeping with
fuirness to individuals of the unit. ’

2, Buse promotiona upon qualifications required
to fill the position.

3. Promote the individual best qualified, other
factors being considered.

4. Where more than one member of unit is quali-
fied for the promotion. the matter should be ex-
plained to thuse concerned prior to announeement
of the promotion.

Yee

Na
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To symmarize briefly the principal oints covered in this pemphlet:

Lendership is the art of inHueneing human behavior through ahility
te directly influence poeple and direct them toward a specifie goal.
Any person with reasonable intelligence can study, learn, and practice
the elemenls of leadership, just as one e¢an learn other accomplish-
ments of human endeavor, If one lenrns the clements of nﬁ_ha_‘m—:w
and applies them %xma:;% in denling with other people, he will
eventually become proficrapl in the ficld of leadership,

The responsibility of m..nwr&mn is two-fold; first, the accomplishment
of his mission; and second, the welfare of members of his unit or group.
There are certain prerequisites for lesdership. A successful lesder
must be of good character, gpmw_mme:e. and mentally and physically
alert under all circumstances involving his mission and members of
his unit. The mnaintenance of good human relationships within and
without his unit is another prominent factor for the leader to remem-
ber. The saying, “Follow the leader,” truly works well when members
of a unit ur group have complete confidence and turst in the ability
of their leader,

Briefly. a leader should possess the followi ualifications:

1. Whacﬂ.taﬁ.? He rnust know his job an Mw.cﬁa possess 8 back-
ground of general knowledge to lead his group in thought and action.
2. Dectsiveness.—Ability Lo promplly make appropriaté decisions.
3. Initiative —Ability to originats the required proceduore to
accomplish his migsion.
b 4. Taet.—Ability to foster and muintain good human relation-
ships.

i 5. Conduct-—Ability to maintain dignity, bearing, and manner
above reproach.

6. Both physical and mental control veer fear,

7. Endurance.—Physical and mental stainina,

8. Dependability.—Reliable and loyal to perforinance of duty.

9. Justice.—A sense of fairness in decisions affecting other
Persous.

1. Enthusiasm.— Keen interest and belief in the job to be done.

The leader is deeply concerned with discipline and morale within
his group. These two faciors are ever present in an © anization,
Sometimes poor morale i an organization will increase the diseipli-
nary problem, and sgain peor disciplinary sction will be the cause of
poor morule. A good leader must pualyze these matters that affect
the maintenance of morale and discipline In his unit. No leader can
afford 1o neglect the maintensnce of proper morale and discipline
within his unit,

In maintaining good human relationship within his unit, the wise
leader will find B wav to know the memnbers of his unit. He wiil
make himsell available for consultation, and in effect, make himself
the personal counsellor for each member.  This procedure atfords him
an opportunity to find out what hiy group thinks.

Conclusion:

Know and do your joh.
Know and care for members of your group.
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PART ONE

The Basis of Leadership

All Anny team members, Soldiers and civiians alke, must have a basis of understanding
for what leadership is and does. The definitions of ieadarship and leaders address their
sources of strength in deep-rooted values, the Warrier Ethos, and professicnal
competance. Natioral and Army values influence the ieader’s character and professionat
development, insiiling a desire to acquire the essential knowledge to lead. Leaders
apply this knowtedge within a spectrum of established compelencies to achieve
successful mission accomplishment. The roles and functions of Army leeders apply to
tha thrae interconnected tevels of leadership: direcl, organizational, and stratagic. Within
these levals of leadership, cohesive leams can achieve coliective excalience when
leadarship lavels interact effectively.

12 October 2006

Chapter 1
Leadership Defined

1-1. An enduring eapression for Arny leadersiip has been BE-KNOW.-DO, Apny leadenshap buegins Wi
whagt leader must BE ¢ values amd affributes that shape character. W may be helpful o think of these w
fiternal and Jdelning quabitics passessed wll the tiee. As delining quiiitics, they make up the sdentity of the
Jeader

F-2 Whoas un Army deader”

An Army leades o arvone who by vipug of assumed tole or assigned responsibility inspires wwl
intlycneus people 10 accomplizsh organizational geals. Anny Jeadery niohivate peeple hath Snside and
bf commaad 10 pargue actions, focus thinking, and shape decisions for the greater
pood of the organization

-3 Va
experience and assurspton ol poes
expurience may have o deeper unde

sy und aliribbes are the swne far ot leaders, reg
1= ol greater respor
stdisng of sceitleys servi

dless at posivon, althougl refined
v, Far exaimple, a sergeant sugor wilb combar
and personal conrage 1hat & bew Snidier

1-4, The kaowledge that teaders should e da leadenship is w Soldwers and Army ervillans KNOW
Leadership roquires kuowing showt avties, eehmcul syslems, orgamzations, managemen of resomces, and e

vy, by themselves they are net enough. Leadess ea
thas DM, o1 feader act wodivectty oelaed 1o the

Lot Armiy, and the
anef ivibiaee leators!

Isowy the Army
eht ond win the
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Chapter 1

Natton's wars by providing prompt. sustinned lasd duominance across e spectnin o canthick i suppon of
cornbainnt comnanders. 1o u sense, all Arpy leaders must be warriors, regardiess of service, branch, gender,
status, or component, Al senve for the common purpose of protecting the Natton amd accomplishing their
orgunization’s inission 1o Gt end. They do this through influcnemg people and providing purpose, direction,
and mgivation

Leadership is the provess of miluencing people by providing purpese, dircction, antl motivation
while operating w acconiplish the mission nnd Boproving the erganization

INFLUENCING

influencing is gettorp pouple--Soldices, Ansy civilians, and altinational partbers a0 do what s
accessary. Inflrencing smads more tan siaply passiayg alotg orders. Preosenal casples are as importunt o
spoken woirds. Leaders set that example, good er bad, with every activn taken and wond spoken, an oy oft duty.
Through words and personal example, leaders conmsumcate purpose, direchan, and motivation.

PURPOSE AND VISION
1-8. Purpose gives sobordinales the resson to wet in order o achvere o desived cutcome, Leaders shoukd
pravide clear purpose for thedr followers and Jo that inoa variely of ways Taoaders can use direet nicans of
cenveying purpose through requests ar erders for what eo da,

1-9. Vision is anether way that leaders can provide purpose. Visios setors to an organzatiosnd purpose thist
may be breader or have less hmnedisle consequences than other purpose satements, Higher-level feaders
caretuily conside: how to camasinivaie tielr vision

IMRECTION

1-1G Providing clesr dicction tavolves cotununivating how ta scconplish a mission: prioritzisg tasks,
assigning responsibiity lor completion, aod easaring subordisates vnderstand the standard. Although
subordinates want and need direction, they expect chatlenging tsks, quality saining . and adequate resourees
They should be given appropriate reedom of getivn, Providing <var direetion allows followers the freedomn w
modity plans axd orders 1o adapt o chrnging choumstances Dirpcting while gdaphing to change i a continuons
Provess

E-1). for example, o battalion mwotar sergeant abwayy takos the tow and has she paience o explan to the
mechanics what is requited of themy Fhe sergeant docs #t by calling them together Gr a few aumses in talk
about the worklond and the 1ime constramts. Althotgh many Seldiers are of beanmy from the sergeant about
how well they are deing and tled they o essental o pussion accomplishment. ey know i tue ond
appreviate the comnents, Every time the motor sergeant pesses infonmation durng a mecimg, he semds o clear
sipral. prople are cared For and vabued, The payofl uisruately comes when e unit is alerced for o combat
deplovment. Ax events unfold ab breakneck speed, the motor sergeant »ill ool have dime {0 explain,
acknowledge perlormuanee, or motivate them. Soidiers will do shicir jobs bevsase their feader has carned thelr
HIatha

MOTIVATION

F-12 Moptivation sapplies the will w0 do what 18 necessary e avcomplish a anssivn, Motvanon cmaes irom
within, but iy affecsad by wtiters” actions and words, A Teader's 1ole n miotivation s @ understand the needs gnd
desives ot vthars, 0 abigs and clevate individuad deives mte eam goals, sid to influenee others and accomplish
those targer mms. Some people have high levely of miemal motivatiom ta get a ob done, whide athers need
mere resssuranee and tecdback . Motvadon spurs isitiatine wheo somsthing sveds 1© be aceomplished

T3 Saldiers and Anny ovidams broone mombers b the Army oam for the chablenge, Fhat 1a why ot is
unportant to keep them aotivated wath demanding assignnients amd nissions, As o deader, learn as naach as
posstble about others” capalithifies sad buntations, then pive over as muvh responsbalily as can be bandld

FM 6-22 12 October 2006




Acknowiedgements

When

shordimates shcceed, praise them. When they fall shom, give them credit for what they bave done right,
se thene va bow to du betder. When motivatmg wih words, Teaders should use more than {ust cmpiy
they should pursunaites the reasaye

1-td. Indirect approaches can b as successful as what is said. Seting  personal example gan sustain the drive
in others. This beeonws apparent when leaders share the hardships. When s usst prepares for an emergency
deployment, all key leaders shoukd be involved o share fn the hard work to get the equipment ready W shap,
This inchiudes leadership prosence af uight, weekends, and in all leestions and conditions where the roops are
toiling.

OPERATING

1-15. Operating encompasses the actions wken o mfluence others o accotnplish ndusions sad to sec the slage
for future operntions. One example 15 the moror sergeant whe ensires that velncles voll oud on umte and thar
they are combai reads. The sergeant does it through plunning and prepanng (laying vut the work asd making
necessary arsangenicnts), cxeoting (doing the job), and assessing (Jearning how ro work smartes nexi Umej.
The motor sergeant leads by personal exarnple W achieve pission accomphishinent. The civilian supervisor of
traming devetopory fullows the same sort of aperatipg actions. All leaders exeoute these types of actions which
hecome mose conplex as they assume pusitions of increasing responsibility.

s IMPROVING

LI R,
e 1-i6. Improving for the future iveans capuning and acling on important Iessons ot ongaiog and completed
projects and mussions. After cheoking o crssure thor all wuls are repaired, cleuned, aceouoted and properly
stowed vway, our meter sergeant condicls an after-action review {AAR) An AAR iy a protessional dhscassion
of an event, (Densed o perlormance standards. 1t allows participanty w discover for thomselves what huppenud.
why it bappened, how o sustain strengths, sod buw (e iprove on weaknesses. Capdabzg on honest
feedback, the mator sergeant identifies sitong weas o sostain and weak aress w improve. H the AAR dentifies
that tesm prembers spent teo such Bne op certain tusks while neglectibg others, the leamdor might isprove the
section standing operating procediures or enunscl speeific peeple on how 1o du better,

117 Developmental coumseling s cucial fon beolpay subordinates improve pertormance and prepare for
b respansibitities The counselng should address sirong arcas us well s weak ones, I the pwotor sergeun
duseovers reesirig deficiencies in individunt or colleenve skalls. retpedial trainy is plaoned and couducted to
improve these specific performance areas. Part Three and Appendix 13 provide more inforimtion on coumtscling,

1-1%. By stressing the team effon and focused lesrning, the soulor sergesnt gradually and contimauosly
improves the usit The sergeant’s pessonal cxample sends an mpoertant Message 10 the sative wan Improving
the organization is everyane’s Tesponsibility. The tewm effoc to do something about its shorteomings s more
powertul than any lecture

12 Qctober 2006 FM 6-22 1-3




Chapter 7
Leading

The Amerivan soldier demands profesyamot competence in las leadors. 1o boitle, he
warits 02 know that the jub iy guing o be duae vight, with no unrecossery caaalties The
noncomntissioned officer wearing rhe cheveon by supposed o be the hest soldier ar the
patonsy umd v o supposed o keow Ao tu perform ofl the duties expected uf fum, The
Americun sobfier expects bis sergeant to e able to twach hus bow to do fas job. 4ud he
expECly wven more from fus officery.

Omar N, Bradiay
Genaral of the Areny (10501653}

7.1, Apny leaders apply character, presonce, intelieey, and ahiluies ta the cove leader competensies while
guiding owhers toward 2 semmas goul and missinn accomplishment. Direet leaders tnfluence mhers persoa-
w-porson, such as & team fender whu instructs, vecognizes schiovement, and eoceucages hard work
Orgawzatwnat and strategic leadery influence those m e sphere of intluence, ineluding wwnnediute
subordinatey and staffs, but eften guide their organizations using indireet meuns of influenge. AL the direct
level, o platoor leader knows what a hatalion sotumaider wants done, not beckuese Gre lieatenant was
bricfed personally, but because the hewteqan! uaderstands the commander's inwnt two Jevels up. The intent
creates a eritical link beiween the orpanssational und direct feadership levels, At all levels, leaders wke
advatiaze of fornad and infermal processes Gres Chaptes 33 o oxtend influenee bevend the madisiona?
chaiz of comsand

7.2, The leading catcgory of the core leader campetencies includes four campetencies. (Soe Appendix A
for desvriptions and examples of the care leader competencies.) Two competencies feus on who is beiag
hed and with what degree of mushortty und influence: leads athers and extends influence beyand the
chuin of conunand. The other leading vempetenc o wuys by which leaders 1o convey
mthuence: leads by example and commanicates.

®  Leads others invobves influencing Suldiers or Anny vivibians mohe wle [FTHR T
arganizatiun, This competency hus & pumber of components includug setting clear direction,
enforving standards, and balstomg the care of tollawers against mission toquirements so they
are a productive resowes. Leading within an established chain of vuusnand with tules.
procedures, and poons dilees from leading outside un established orgaoizasion ar weoss
comeands,

e Extends infiuence beyond the chain ef command vequires the abduty o epecate i an
wrvtalatent, encosmassing higher and fower comnnnd structures, and wang one's otluene
cutside the raditional chain of vununand. This mcludes conuociing wilb joint, allied, and
multnationsl  partnes, as owell as local nrationals, and  eisthanded  povermmental wr
novgevernmental agences. Iy thas stea, vaders often must aperate withoul designated anthbunty
or while theny authoriy s nulecagiized by athers

s Luads by exmnple o wssental w leading cffectively over the course of bme. Whether they
ytend tu ur not, leaders provide ain examiple that others consider and sse i what thoy do. This
competeney tominds vvery leader woserve ox o vule model What leadess do shonld be grousuled
s tle Anmy Vahtes und wibucd with the Wasrior Ethos,

&  Communicates ensvies hat leaders altuw = clear sudeesimndimg of what needs w be done anmnd

orgattizaiton Phis compeiency deals with midntainog clear focus on the

wean's oftarts o achieve goals woud fusky fo nessiva acvonplisivtent I helps ekl vussensis
wrd £y 4 crieal ool tor successiul oporations o divose malloaional sewings. Buccessivl
leaders e ling ther communnating abilitles by developayg advanced oval, wistten, and hstentng
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Chapter 7

skills. Commanders use clesr and concise mission orders and orher standard torms of
commumcabon o convey theiy decisions W suburdinates.

LEADS OTHERS
7.3, Former Army Uhief of Staff Creighiton W, Abtams shve said,
Fhe Army is peaple; ity readiness o figls depends upon the readiness of ir people,
individually and as units. We prprove ol veadiness and joster a recedy shete of mind iy
training,  motivating  amd supporting owr people. and by giving thesr q sense
participation i the Army's impariant endeavors

7.4 Al of the Army’s vnre loader canmpetencies, especisliy lesding others, invalve nflugnce, Aey
feuders gan draw os & vagiety of webmigques v intluence others, These runge from obaining compliance
husiding a4 copunitpent o achieve Complinnee s die act of conforming to @ speciilc reguirement or
demand. Commiunent i willing dedicution or aflegiance 0 a cause or orgauizatian. Resistance 15 the
opposite of complinnee and conymitnern. There ave many tecbuwgues far inflocneing others iy comply or
comsmsit, and teaders an use one or more of then to [ o the specifies of any sioatan

COMPLIANCE AND COMMEUTMENT

7.5, Complionce-facused influence is based privearity on the leader’s authorsy. Givisy a disect ordec to n
follower is vne approach ¢ obiain compliance during a task. Compliance iy uppropriatke tor short-tenm,
immediate vequirenents and for gituatiung where littie risk can be tolerated, Camplisnce techniques are
also sppropriate for leaders fo use wilh others who aee relatively uafamibar with their rasks or snwillmg or
unable to commitl fully to the request. I somethiog teeds to he done with Hitle tine for delay, and there s
not # great need tar a subordisate 10 understand why the request is mde, then complianee 15 an aceeplahle
upproach. Comphiance-focused miluence s not particularly oftective when a leader’s greatest abn s to
create inifalve and igh esteeo withm the feam

.kwmwwt‘

7.6, Copmitment-iovused influence peneraily produces longer lasting sod brosder effects. Whereas
compliance only clunges a lulluwer's bebavior, commitment reaches deeper-—changing ultitudes and
pelicdy, as well as belavior For exangle, when s Jeader bunlds responsibilily winong follawers, they will
likely demanstrate more iniaive, pessonal mvolverseny, and creativity. Cammilment grows ffom an
mdividust's desire o gant a sense of costtiol and develop self-worth by vontrbuhing W the erganization.
Depending on the ohijective ol he influence, leaders can strengthen comuttaen by wintoreing followers’
idestification with the Nation (loyalty), the Army (eofessionabtizng, the unit or organization (seltless
service), the feadershiip in 2 uait (respeet), and w the jolb (duty}

Influence Technigues

S , T-7. Leaders use several specific techniques for influence shaa fallb aleng a consiuawn between eompliance
i and commitment, The ten weehmiques described below seek ditfesent degrees ut compliance or commitent
ranging Iram pressare ab the complispee cod o relations building at the conmeitneent e,

Pressure s applied when leaderns use expiicit demands 1o achicve vomplisaee, such as estabhisinng
completron deadlines with negative consegquenves mipused for oemet completton, lodivect presswee
includes pussistent reminders of e request und frequent checking, This welmigue should be wsed
infrequently sice o tonds o ogger resenlinent front telowers, espectadly #f the leader-exertad pressure
begomes too severe, When followers pereeive that pressures are ot anission related but arigimate troim thay
feader’s attompt to plosse superions for personsd recoppition, rosoilateny ven quickly sndenuine on
organizitions morale, cohesion, and guality of performance. Pressure is o good cholee when the sinkes ure
b e s short, and previous attemipts s achigving conmniseat have notr bees suecesslud

R

¥

9. Legitimate requesis occur when leaders refer w then seancy af autinnaty e establish the basis for a
request Ti the muiliary, certain obs must e done segardess of chremnstances wivn subardmate leaders
recetve legiliouge orders from gher hesdguariers. Rolorencs to one's pomition suggests to those who are
being, inllucnced tat there 1s Me putenial for sihcial avtion i the request s nut corpgileed,
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Leader Intefligence

-1 Exchange s oo nfluence technigue that Jeadess use when they make 2o offer W provide some
destred teny or action in tade tor compliance with a requesi. The exchanpe technigue reguires that the
feaders vontrol certrin resources or rewards thot are valued by these being influenced. A four-day pass as
reward for exceliing dupmg & mamicnanoe iInspection & an exampte of an exchange influence technigue.

711, Personal appeals occur when the leader asks the toltower to comply with o request based on

| trierckshin of Joyalty, This odght often be usetil in o difficalt situstion when mtdual trust s the key 1o
success. The leader appeals to the foltower by haghlighting the subordinate fcader™s special alenis and
prafessional trust to streagthen him prior to Tuking on a tough misston. An 83 might ask a sraft officer to
brief at an tmportant commander’s conference if the 83 knows the staff officer will du the best joh and
convey the commander’s intent.

7-12, Collaboration scedrs when the fewter couperales in providing assistsnce oF feaoulees W CAlty on a
direetive ar request. The feeder nkes the chsice mone atioketive by betag prepared o step in ad resuive
any problems. A major planning vifert prior o a deployment G linnaniarian ssststance woudd require
possible collaboration with joint, interagency, or mulbiuational agencicy.

7-13. Rationul persuasion requires e leader o provide evidenve, logieal wrguments, oF explanations
shewing how « request s refovant te the goal. This w often the first sapproach (o gaining compliance or
commiunen: fFfom toltowers and is likely 10 be effective It the Jeader s recognized ws an expert in the
specially area in which the influcnce vecurs, 1eadess ofien draw frons then own experience 10 give reasons
that sone task caa be readity accomplisbed because the leader has ricd it and done b

7-14. Apprising happens when the leader cxplaing why a request will beneiit a follower, such s giving
them greater satisfaction in their work ur perfarming a task a certain way that will save baif the time. In
contrast L the exchange lechnigue, the benedts are out of the conlrol of the leader, A comnmnder may use
the apprising technique W niform a newly assigned poncoimmissioned otteer that serving in an uperational
stalt position. prior to serving as 4 platosn sergeant, cowtd provide him with invaivabie experience. The
votmander puints out that the additionsl knowledge may heip the NCU achieve higher pertormance than
his perrs and pussibly ead to an accelerated promaouan to first sergeant.

7-15, [aspiration cccurs when the leader fires up enthusiasm for @ request by arousing strong enmlions e
build conviction. A leador may stress o s fellow offices that without help, the safery of the team may he at
risk. By apprepriatchy stressing the resulls of stronger committhent, a wnit leader can inspise followers 1o
surpass mirpyngl stardards and reach ehte porformance status

J-16. Participation owurs when the leader asks » fullvwer 1w sake part in planning how o adidress o
probiesns o meet s ubjective. Active participation leads to an ereased sense of worth and recogniton, 1
provides valug to the effert and builds commitinent 1o execute the comanbmcnt. Invitation W0 get involved
s eritival when sentor feaders iy 10 mstititionalize s vision Jor fong-term change. By mvoiving key leaders
ot all jevels during the planning phases, senior leaders ensure that theiy followers take stock 1o 1he viston,
These subwidinates will kter be able to pursue ontcal intermediaie and lang-lerm ohjectives, eyen ofter
semnor leaders have thoved on

7-17. Relationship building is 2 technigue i whocl leaders build positive rapport and a relativaship of
ingtual wust, nwking fellowen more williog te support rgguests, bxangles inclade, showing persoval
mterest 1 a0 follower's well-being, offening pradse, and undesstending o folpwer’s perspeciive. This
lechnigue 15 best ssed uver thrwe, [0 wsealistie W eapeet 1 can Be appiied haxily when 4 has pot heen
previously used, With tme, this appresch can he a consistently effective way W gain compuitment froin
fellowers

Putting Influence Technigques v Work

F-18. T sveceed and create true contatniens, influcremy tevhnigues shonid be perecived ax authentie and
sincere. Positive intfluence voates from femders who de what is vight for the Army, the mussion, the eans,
and eacle individusl Seldwr. Negative influence real and percerved cmanates  from leaders who
primarily fucies o petsonal pamn and lack sci-awarencss, BEven honurable ttentions, if wrongly pertceived
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Appandix A

ATTRIBUTES

AT The vore leader compelencies ure vomplemented by atiribules et distinguish high perfonninsg
leaders of charucwer. Atributes are charscteristies tnat are an inhorent part of an tadividoul's oial core,
physical, and mtelteciual aspects. Attnbutes shape how an mdivideal bebaves i their environment.
Autribltes for Army leaders are aligived 10 idently, presence, and inteectual capacity. {See figures A-10
throughs A-12.)

A Leader of Character (identity}
Factars internal and centra! to & leader, that which makes up an individual's core,

= Values are the principies, standards. or gualities considered essenlial for successiul
laadars.

Army Values » Values ars fundamantal to haip peopis discern right from wrong in any situation

* The Army has sl seven vadues that must be developad in all Army indwidusis: loyaity,
duty, respecl, selfless service, honor, integrity, and personal courage.

s The propensity lo expenence something from ancther person’s point of view.
Empathy s The ability lo identity with and enter into enother persor'a feelings and emolans.
s The desire to care for and lake care of Soldiers and olhers

+ The shared sentiment internal o Soldiers that represents tha spiit of tha profassion of

Warrisr Ethos arms

Figure A-10. Attributes associated with a ivader of chsrecter {identity)

A Leader with Prosence

How a lcadar is perceived by others besed on the Imader's outward sppearance, demeanor, actions, and words |
» Possessing a commanding presence.

» Projecting a professional image of authority,

» Having sound haaith, strength, and endurance that support one's amotional health and

Military bearing

Physically fit conceptual abilities under prolonged stress
+ Projeciing self-confidence and certalnty in the unil's ability to siiecead in whatever it
does.
Confidant » Demaonsirating composure and an outward calm through steady condol over one’s
gmotions

+ Showing a tendency to recover quickly from setbacks, shock, injuries, adverslty, and

Resillent shreas whita maintaining a mission &nd organizationsl focus.

Figure A-11. Attributes associated with a feader with pressnce
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Leader Atiributes and Core Leader Competenciss

A Loader with Intelipciual Capacity
The mentai resources or tandencies thal shape a leaders’ concaptual a

s and impact of effectiveness.

* Flexibility of mind.

* The tendancy 1o anticipale o adapt 10 uoertain Or changing situgiions; 1o think
througn second- and third-arder effacts when curant decisions or actions ara not
progucing 1he desired effects,

Agitity « The ability to braak omt of mentat “sels™ or habitual thought pattarns; to improvise
when taced with concaptual impasses.

« The ebility to quickly apply multiple perspectives and approaches to assessment,
congaptuaizetion, end evaluation

» The capacily lo oasess situations of cireumstances shrewdly and to draw soundg
CONCiugions.

Judgment + The tendency to form sound opinions and make sensible decisions and reliabie
guesses.

= Tha ability to make sound decisions when all facts are not aveiteble

« Thalendancy o introduca naw iieas when then opportunily exists or in the face of
chalienging circumstances

Innovative Ny .

» Creatwvity n the production of tlaas and objects thatl are both novet of origitai and
worthwhile or appropriata

« The capacity 1o undarstand interactions with othars

Interpersonal tact + Being aware of how others see you and sensing how to inleract with 1hem effactiveiy

» Conaciousness of chatecter and motives of others and how that affects interacting
weith them,

« Possessing facis, beliefs, end logicel assumplions in refevant areos

» Technical knowtedge--apetialized information associsied with & particular fundtion ar
syslem.

+ Tactical knowiedge--undersianding nititary tactics refated to sacuing e designated

Wa.sn.:a objective through military means
" e * Joint knowledge—undarslanding juint organizations, their procedures, and their rolas
in natione! defense,

« Cuitural and geopolitical knowledge—understanding cultural, geographic, and
potitical diferences and sensiivities

Figure A-12, Atirlbutes assoclatad with a leader with inieliectual capacity
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