LIEUTENANT

DEVELOPMENT

By First Sergeant Daniel Ansong

trine in 1948, the Army had always described lead-

ership as a process; it was defined as “the process of
influencing people by providing purpose, direction, and mo-
tivation to accomplish the mission and improve the organi-
zation.”! This is important because a process can be learned,
monitored, improved, and repeated. However, the latest ver-
sion of Army Doctrine Publication (ADP) 6-22, Army Leader-
ship and the Profession, published in July 2019, describes
leadership as an activity; it states that leadership is “the ac-
tivity of influencing people by providing purpose, direction,
and motivation to accomplish the mission and improve the
organization.”?> Why the change? To many, the two defini-
tions may be tantamount—but are they?

B eginning with the first publication of leadership doc-

According to the Oxford Learners Dictionary, an activ-
ity is something that is done for interest or pleasure or
to achieve a particular goal, while a process is a series of
steps completed to achieve a particular result.? An activity
involves acting on something that is already known; it does
not require guidance or deliberate supervision. Walking,
running, and fishing are examples of various daily activities.
But leading a group of highly trained individuals qualifies as
something more than a mere activity. Leadership requires
many skills and encompasses complex and dynamic rela-
tionships between leaders, subordinates, and seniors who
depend on each other to attain a mutually desired goal. It
takes time to develop good leadership.

How would a 10-year-old child who inherits a
Fortune 500 company know what to do with the new asset?
How could that child be empowered to manage the resulting
wealth and prestige? A strategic process would be required.
Unfortunately, the life of a young engineer officer is simi-
lar to the situation of the child beneficiary. Upon comple-
tion of the 19-week-long Engineer Basic Officer Leader
Course, a young lieutenant may be assigned to a horizontal-
construction platoon but deployed to conduct sapper tasks
or appointed as a task force engineer to advise a maneuver
commander on engineer capabilities for an incredibly chal-
lenging task. The engineer, who still needs to gain experi-
ence, may be placed in charge of personnel and equipment
and simply directed to “figure it out.” Who is going to assure
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the young engineer lieutenant that things will be okay when
he or she has issues at home but must still show up to moti-
vate subordinates every day?

While serving as an Engineer Basic Officer Leader Course
platoon trainer, I was grading an operations order (one of
the critical course events) when a very disciplined and intel-
ligent student began his operations order briefing. A few sec-
onds into the briefing, the student started repeating himself.
He became acutely uneasy and apprehensive. I immediately
realized that something was wrong. I excused myself and
conferred with my officer counterpart, who was also grading
an operations order in another bay. I quietly asked if he was
aware of the student’s situation, and I learned that the stu-
dent had previously been on the phone all night long, talking
to his Family and his lawyer about a custody battle with
his former wife. With this troubling news, I returned to my
bay and continued grading. During our after-action review,
I expressed my sincere sympathy regarding the student’s
plight and encouraged him to be strong. I acknowledged
how challenging it can be to be a leader in today’s Army and
reminded him of the need to separate his personal life from
his professional life. Given their lack of experience and the
complexity of what young officers are asked to do, the devel-
opment of these lieutenants is in everyone’s best interest.

Leader development constitutes stewardship of the pro-
fession, which is critical as we strive to achieve the Army
mission and vision. Leaders at all levels must make develop-
ing and providing quality mentorship to their lieutenants
their utmost priority. This can be accomplished through use
of the Army Leadership Requirements Model, which is out-
lined in ADP 6-22. According to ADP 6-22, an Army leader is
“anyone who, by virtue of assumed role or assigned respon-
sibility, inspires and influences people by providing purpose,
direction, and motivation to accomplish the mission and
improve the organization.”* Army leaders motivate people
within and outside the chain of command to focus thinking,
shape decisions, and pursue actions for the greater good of
the organization. This is difficult and time-consuming; it
cannot happen overnight.

The Army Leadership Requirements Model is grounded
in historical experience and determinations about what
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works best for the Army, and Army research supports the
completeness and validity of the model. The model identifies
core competencies and attributes applicable to all echelons
and types of Army organizations and conveys expectations
and establishes required capabilities of all Army leaders,
regardless of rank, grade, or position. The Army Leadership
Requirements Model significantly contributes to individual
and unit readiness and effectiveness. The components of the
model are centered on what a leader is and what a leader
does, as shown in Figure 1. Leaders’ core attributes of char-
acter, presence, and intellect enable them to apply core com-
petencies to enhance their proficiency. Leaders who gain
expertise through institutional learning, operational assign-
ments, and self-development tend to be versatile enough

of training, education, and experiences acquired through
opportunities in the institutional, operational, and self-
development domains. Because leadership is rooted in Army
values, Army leaders are competent, committed profession-
als of character. Senior leaders must continue to hold sub-
ordinate leaders accountable by establishing left and right
limits while implementing the Army Leadership Require-
ments Model, which clearly articulates the need for leader
competency.

The development of leaders is a crucial component of our
profession of arms. Leadership is a process that can be com-
pleted through deliberate leader development and mentor-

ship. H

to adapt to most situations and to grow toward greater
responsibilities.

The difference in the competence and confidence of a
platoon sergeant and a newly commissioned lieutenant
is experience. Although mentorship is voluntary, new
lieutenants need all the mentorship they can get and
leaders should incorporate mentorship programs into
the daily battle rhythm of their organizations. While
assigned to the 20th Engineer Battalion, 36th Engineer
Brigade, Fort Cavazos, Texas, we conducted various
leader professional development activities, including
a 5-day field exercise for organizational leaders (pla-
toon leaders and their platoon sergeants). Training on
leadership topics ranged from engagement area devel-
opment to patrol base operations and the military deci-
sion-making process. The 20th Engineer Battalion has a
great senior leader mentorship program.

From my experience, I estimate that the average age
of lieutenants graduating from the Engineer Basic Offi-
cer Leader Course is about 24. But successful gradua-
tion does not mean that the young officers are ready to
accomplish every mission. It takes years of mentorship,
development, and experience to separate the chaos at
home from the professional responsibilities of a leader.
Organizational-level leaders fulfill the stewardship

Character-
Army Values,
Empathy, Warrior ethos,
Service ethos, Discipline

Presence-
Professional bearing,
Fitness, Confidence,
Resilience

Intellect-

Mental agility, Judgement,
Innovation, Interpersonal tact,
Expertise

Extends influence, Leads by
example, Communicates

Develops-
Prepares self,

Creates a positive environment,
Develops others, Serves as
stewards of the Profession

Gets results; Anticipates;
Integrates tasks, roles,
resources, and priorities;
Improves performance;
Gives feedback;
Executes; Adapts

function of the Army profession by placing a high prior-
ity on investment in the development of future leaders
at all levels, as competent leaders are a crucial source
of combat power. With conditions set for a robust leader
development system in which organizational members
learn from their experiences and those of others, organiza-
tional leaders can take advantage of numerous avenues of
approach for strengthening lifelong learning, such as—

e Virtual training and learning centers.
e Simulations.
e Assignment-oriented training.

Conclusion

The leadership at echelon is responsible for the U.S.
Army’s asymmetric advantage in this volatile and complex
world. Leaders are made, not born—and the development of
good leaders requires a significant investment of time and
energy. Leader development is a deliberate, progressive,
continuous process that involves the career-long synthesis
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Figure 1. Army Leadership Requirements Model core attributes
and competencies

Endnotes:
ADP 6-22, Army Leadership, 1 August 2012 (now obsolete).
2ADP 6-22, Army Leadership and the Profession, 31 July 2019.

30xford Dictionary, 2023, <https://www
.oxfordlearnersdictionaries.com/us/definition/english/>,
accessed on 7 December 2023.
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