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of the unconventional batileSeld,
This does not come from = casual
=xposure Lo unconventional warfare:
it can only come from being profes-
s2onelly immersed in eneonventional
sarfare throughout a career,

This structure, 1o, would form the
basis ter personnel atruss the Army
whe would bave Lhe background 1o
understand. analyze and develop co-
Lereat sirategies and campaign plans
for desling with counteri i
Among other benefits, 1his informed
and educuted leadership should be
able 2o bettor guide nations! ef<orte
from: Lbe start of any involvement.

So, who will lead our snext counser-
insurgency war? If planning warts
zow far the furee going to a coun-

terinsurgency Sghs in 20-30 yeurs,
how does the Army create the bawt
passible unite and commeanders?

Ascritical as they are, the unit<
degigned for coaventional war are not
what the Army wanis bo try to con-
Vert a1 the time they need 10 be used
for an uncoznventional war. The Army
likewise doen™t wanl 1o depend on
the hope that conventional leaders
can somehow sequire the skillg,
knowieadge and experience L provide
the best zervice in an uncanventional
envirunment,

The Armycan do betier, and it can
beller preparo Traders than current
systems do now. Leaders with the
training and skills to truly know
the unconventional battlefield are

Take the

By Col. Joe LeBoeuf
US. Army retired

As 3 newly commissions] of ficer,
standing in Iront of my first platoon
1D & combat enginemer hatialion in
Wesst Germany in 1975, 1 did nee
xnow what kind of Tewder I wanted to
be. My leadership and military skills
IraIning 1o that point wis pbout

Leé,d, and Mean It

their sense of being. 28 thes grow in
rank and exporicnce. Accidental lead-
ersdip has no place in Lhe militsry: it
s incfficient and incflective. Loaders
muat lead with intention.

Uncertain Environment

The operational context in the
Army inday, as compared L 1975,
iz » volatile, unceriain, complex and

“knowing™ and "doing”™ appropri- ambiguons (VITCA) eavironmenl, sad
ate 10 my rank and oxpericnee., the 1 requires s diffcrent posion of good,
transactional aspect of wlfretive leadership. Bob
leadi And, yes, (1 Jobansen, & futuriss,
o . Leadersmustbe i
MRY'S training and in bis book The Nex
educational systom fj leadership Literacica:
the best for enabling the m about Who Thriviagin a Fulsre of
Rnowing and doinyg. they are, the gOOd Fxtreme Disruption and
What was missing for . Distributed Everything,
me was the nmm they are trymg suggests thas ;nc veca
fm@m;;:umf of 3 to achieve, and :‘:g :::1: n:lu this
leadership, “beiag, . < = 2 disrup-
wod the shility toanswer  (NEIrDUIPOSEES tive force. a galelike
ihe question: Whoam T headwind that does not
o lacler? ’eaders' aliow leaders the luxury
What haz become of experumentalion
elesr in my life s rearview mirror is around leadership bus requires that

that leaders must be firm shout who
they are. Lhe good they are trying o
achieve. and their pargome s leaders.
Axnd lepders must be more inzentional
throughout Lheir carcers insharp.
ening their leadership perspective,
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Iestiers luve “deep rouls™ arnand who
they are and how they load in order to
hod up in the face of thix VIICA gale.
This notion 0f deep rootx iz ably
retlected as ¢ military notion in noted
organisational theorist Karl Wesck’s

needed. Maybe with such a force,
the Army could win the next unean-
venliosmsl war the U.S, is ¢erlain to
fight, =

Lt. Col. Gregory Banner, U.S, Aty
retires, was an airbarns infantsy and
Special Ferges officer with 2 secona.
Ay Specaaily in civil affirs. Among his
depioyments. he spent operational time
NAosesa, Ir3g. Africs and Central Amer-
ica, inciuding 15 montne wah tho U S,
Military Group €1 Saivacor. Since retiring
TOMINe Ay, ne e worked for & stite
GUvernment and the federal government
ON eMErganty preparacinge and ro-
300N54. He holds two master's degrees
1] milx!my 'l!ﬁ")!)’ rocugiw OO UNCONVEnN-
sonal warfare.

metaphor of @ map versus a compass
within the cantext of environmental
uncerieinty, Maps are useful guides
when there iscertainty in the terrain
{or operations! environment), and one
can navigate directly snd sucoms-
lully from poini A io point B,

The VUCA operational terrain.
on the other band, is quite different
in that the context is unknown. and
rhanging 1o a way that current maps
are not useful for accurate naviga-
tion. In this context, compasses are
more nseful when you see unsure of
where vou are and have only & general
sanse of direction. Compasses anable
one {0 orient on true north even when
ihe tarrain is unknowsn. The eompass
reqpuired for of fective loadership
iz a well-thought-out and mindful
leadership point of visw that enablies
tiee Teweder Lo behuve with elarity, not
maplike coriainty. vel know in which
curdinal direction to move.

Understand Yourself

Sa, how do you butld yvour compass,
your leadership point of view, that
will enable affactive navigation in the
VUCA world? The cornerstonc of ef-
Tective leadership, and whers the iasd.
er's point of view emerges, is a doep
understanding of sif, understanding
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bow Lo “be™ 42 2 leader. and not ju
the “Enowing™ and the “deing.~
This notion of being, knowing
and doing emerged 23 the core of the
Army’s leadersiug doctrine with the
publication of Field Manuse! 22.100:
Milktary Leadership and remuins a
the current PM 6-22:
Leader Develoument. Noted lcader-
ship scholar Warren Bonnis - one of
the youngest platoon leaders in e
European Theater of World War 11—
n his book On Becoming « Lweader
g0es a wlep further, stating, “Paople
oegin to become leaders st thut mo
ment when they docide for themael v
how tobe.”
This knowing how to be, the criticsl
0TS

COr fmersLlone in

vity of becoming self swure, iz

cure of your compass and the

point of view that emerges based

on 3everal intentional consiruct ive

actions leaders necd to take: Lasdars
RET prepare for their lesders?

1P

role (he be, know and dok construes
shelr corrs Dax znd beable 0 project
hisl preparedness and effectively

use the compass 35 & DAVIZALion Lol
unceriaioty T.D.rough 3
clear, woll-developed Jeadership poing
of view, the aouiree of The leades"y
credibilivy

Tor lelv'h; in

Eloments of Self-Awareness
Preouring to be o leader requires a
sigeificant amount of iwtentionality,
iniellectual effort and deep reflee
tiom. spent in understanding wha you
arveand whast you stand for, While
there are many ways to achieve this
senwe of well awareness. there are
saveral commaon elementa:

* Leuders must undersiand the good
they are working 1w achieve.

. Lcuc.c:: must have clariiy of pur.
Dose,

s Leaders must clearly discern their
values and guiding principies. and
ensurea their behavior is aligned
with 2nd reflects theee values and
principies 24 7.

Lepders need Lo ln-a

forve or good,
and practice good leadership that

rrusbles = i S UL S e rl'\—_},(_‘ oon

uection between good means and good
vonls. Guod leadership must e tochni-
cally good; leaders must de compecon:
{the “kzow™ and “d6™) in the knowl
elge, skills and abilities required at
each level they are leading. And good
leaderahip must be morally and othi
cally good (the “ba"x leaders musi be
prople of characier who undcr::::nd
the nature of their ethical and moral
decisions end can build an ethieal and
moral ecodogy Lhul enabloy of fortive
behavior in others.

Nexi, Jeaders must hgve o clear
ion for hew they intend 1o lend,
in other wordy, they need 10 know
their purpoee. A Isader’s purposs: is
ure and what makes
V02 UTQUE; it is about understanding
your amhentic self. As Nick Craig
und retired Col. Scott Snook auggest
in Ahwir May 2004 Morverd Business
Review article. “From Purpose to
:"inrixr'g ofi¢’d purpose "is the
fingle most important devs
incertake ag a leader™
The best leaders, from my experi-

know: ag who vou
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ence, are coetsinlently purposelel in
their vision of how they are directiy
leading and kave sight-pictures clarity
io the trassformational, long-term
elfacts of their leadership as it relates
tothe development of their soldiers
uad the bealth of their units,

LDRSHIP vaiues

The next core clement of pecgaring o
lead ia achieving clarity in values and
an understanding of the behaviors,
or principles. that describe how the
leader lives these values. As leaders,
we inprove our charscler sy thinking
criticaily about our values and how
they wre operatonalized through
principles that descride our behaviors
and defiree vur professional sleatity,
These values, known by the scronym
LDRSHIP, are loyuity, duty, respert,
vl fleess service, honor. integrity andg
PETSONA! cousnge, are Lhe seript that
defline 2 leader’s way of being.

Values ereate the cshical and mora)
reology 1hat enable soldiers 1o work
together effectively in tcam based
activities and eashle them 1o place the
neds of others and the mission ahosd
of self. A serse of wred purpose and
vaiues matters iz il Army operations
and enables the conditions of cooper
ation and eoliaboration essential for
high performance.

Communicating intent
Onee lezdara hsve prepared. ther ave
clearon the good amd their purposs.

have discerned their values and

operationasiized them into specific

behaviors, they must give wice ko
this process and project thetr lead-
ership Lthrough the capacity to tell
olhers how they intend to lsad. This
besderahip point of view does severn!
important things:

» Provides insight into who leaders
are, what they stand Zor.

* Identifics contral values and hoe-
Tiels.

« Establishes the leader™s viewof a
bzzlthy neganizational climate,
culture and community.

s Estabiishes o framewors for conais-
tency, predictability and secount
abulity.

Lexders must be shic to deseribe to
others ow they load . what others can
expert of them and what they expect
of ochers. In effet, leaders must put
their point of view izto praciice
share it, Uve it ami e seeountable
Lo . T s an expression of the most
common understanding of effactive
Ieadership leading by example,

Your leadership point of vipw is re-
ully expressed o behavior a5 a prom-
ise to those vou Jead. New York Times
colummisi David Brooks. suthor of
The Road to Characrer, suggestied in
2 2015 gradlustion speech at Dars-
mouth College, Now Lampshire, that
a promise i= really sbout making a
deap and abiding commitment o oth-
ers and i fundamentally a moral act,
Thiz comunilmest ix much Lhe same as

falling in love with zomething: lead-
ing others, doiny gnxi. mallering,
then bBuilding a coherant point of view
arnund that commitment, whick be
comes the fourdational guite foe e
havior, Your leadership point of vien
is your leader bebavior expréssed an s
promise Lo those vou iead.

Laaders must be clear on the good
they are trying o achicve and their
purpose and behave in 2 way com
pletely aligned with their vcorr vithars.
1L i3 Lhe esssenee 0F what it means Sobe
a leadar of cheractier in the profession
of arms. [t in the promise military
leaders ma%e to American sold e
that they bave the privilege of
leading. Keeping this promisc takes
inleolional effary, reflacts the azsance
of Who You are as 2 person and is the
oore of vour lesdondhip enmpass. the
sxpential tool for navigating in the
VUCA workd of the T.S. Army, »

Col. Jog LeBocuf L5 Army rotived. e an
exeCUtive £O3CH 3N e chiof lnarning
oMicee for the Ree Downtown Leader
anip institute. Research Trangle Pork,
North Caroling. Be began les nuaeiy 54-
yea Army £27067 35 3N eniistad soidier
then commissioned a5 2 comiial srma
offices from the U S5, Miitary Acacemy,
WestPoint, Now York, in 1974, He st veen
a5 2 leadership 20ach a3t UDuke University
North Caroling. ond 3 tascher at West
Pusnil. He haa a soctorate In mdustriad!
organzatondl psychologqy from th:
Georgia institute of Technology,

Allow for Continuous Chanée_

By Maj. Jamie Schwandt
US Army Reserve

Starting with the end Ln mind does
nol wark. Tt binds you Lo one defini.
tive end. What happens when the goal
or even the enemy s 1o longer Tocatad
at or near that end? Worse vet, what
happens when the enemy has shifted
or changed, and your ways and means
are incapable of change? This is what
wo huve wilnessed is a0 many of the
U.8. Army's recent contlicts, from
Vicknam to Afghunisten.,
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Tha: ends will never justity the
means, This leads Lo a Hnite mindssat
in strategy and in war, Siariing from
#n inzention. and understanding that
war is inlinile, iz s bettor approach.
Tn the Army. we must start basing
decisions on inlentions, nol ends.
Allhough we use the term “ends.”
we fail 1o uae it in itz plurs! form.
Instead, we use “end.” Qur strategy
is based on a fixite ond. The Areny
must movis away from this fawed
strategy and move Lo u probabalista
and contexius! approach shat allows

for ontinuous change: prohahilistic
meaning that any probable course
may be followed even though an
upprmed couTse i or appears: morc
probabie.

Intentaons develop into decisions,
Decisions lead 0 some form of ac-
tion, which engeidders the need for
sew intentions. There is no end for
the US. or the ULS. Army. Not in
Afghanistan, nor Iraq. Yoi, wecan
make smarter decisions by removing
the idea of “ends.” 1 proposc that the
Arizy uxe 3 Contextual and probabi-




