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"The implications are certainly far more than.just platforms. 
They are organizational. And they 're als o people skills.. .we 

are working 0 11 producin g leaders for change, not just 
lead ers who are doctrinally capable and competent lead ers 
for w arjighting but leaders also for all kinds of 
missions...capability to continue to deal with an evolving 
global situation in which the array of threats that yo u f ace 
goes across the enti re spectrum... "I 

Honorable Lou is Caldera 
Secretary of the Army 

October 1999 

T he perfect leader is a twenty-first-century soldier who 
is adaptive in nature. This soldier knows and ca n read 
enemy actions , can make sen se out of those actions , 

can adapt the commander 's plan whil e maintaining its integrity, 
and then has the s trength to deal with the changes. "Redu ced 
to its es senc e, adaptive leaders are those who have a feel for 
the figh t. Th e ability to read the situation allows our twenty­
fir st-century lead ers to analyze the caus e-a nd -effec t 
relati on ships of various courses of action from the beginning 
to the end of an operation-the second- an d third-order 
effects. " 2 

An adaptive lead er is capable of translating the vari able s of 
combat (geography, wea ther, capabili ties, strategy and tacti cs. 
mission , eivil and military oper ations, and time) into situational 
understanding and cause-and-effect relationships. At the 
Cent er for Army Leadership at FOl1 Leavenworth , Kan sas , an 
adaptive leader is defined as "A leader who can influence 
peopl e-by providing purpose , direction. and moti vation­
while operating in a co mple x, dynami c environment of 
uncertainty and ambiguity to accomplish the mi ssion and 
improve the organizatio n.' " Adap tive leaders hav e mul ti­
dimen sional thought and analys is vers us se q ue ntial or 
"cookbook-style" processing. 

Is the evolving twenty-first-century leader a result of our 
ch angin g operati onal e nv iro n me nt or c ha nges in the 
information age brought on by increased techn ology in digital 
command and contro l? Is there a leadership fram ework for the 
twenty-first-century leader') How will we train this leader'? Just 
as important, is the twenty-first-century leader attainable and 
retainable? 

Army of Excellence 

Success in todays Army of Excellence ha s a direct 
relationship to three co nce pts . First, be tter so ldiers 
were recruit ed as a result of the volunteer force , Second, 
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struc tured training programs were developed with defined 
tasks , conditions , and standa rds- all coupled with training 
realism and assess ment. Lastly, junior leaders were supported 
by the policies and pro grams of thei r leaders , both military and 
civilian.' Since the end of the Cold War. the Arm y has used this 
foundation to build better training and leaders , while responding 
to various crises throu ghout Southwest Asia , Africa , Southern 
Europe, and Central Americ a. Surprisingly, each of these crises 
ha s a commo nality of reliance upon young Army leaders in a 
decentralized exe cution of mission intent. As an example, a 
squad leader wh ose squad is mannin g a checkpoint is repeatedly 
making deci sions with the potenti al of second- and third-order 
nati onal effect s. 

Operational Environment 

T he operational enviro nment of the future continues to 
represent conditions and operations as see n in the 

Sinai, Iraq. Rwanda, Haiti, Somalia, Macedonia, Bosnia , 
and Kosovo . These operations include a wide range of stability 
operat ion s and support operations , to include small- scale 
contingencies and pos sibly major theater-of-w ar engagements . 
According to the Fort Lea venworth Battle Command Battle 
Lab: 

Worldwide challenges f ocus a u. s. nat ional-security 
strategy ofengage me nt that contributes to glo ba l stabi lity 
and prosperity in the twenty-first cen tury. Th e rapid 
em erging of region al instabilities and tran sactional issu es 
(such as terrorism , rogu e sta tes seeking power and 
resources, pro liferation of weapons of mass destru ct ion, 
natural disasters, and belligerent actions be tween state 
and nonstate ac tors) signals a less predictable and more 
di verse world, As a result a/ the geostrategic environment 
and the national mili tary strate gy, the Army is transforming 
itself into a f orc e based on capabilities fi n shaping and 
responding to crisis, while simultaneously preparing f or 
fu ture threats. 5 

The most dan gerous threat our twenty-first-century leader.', 
face will come from an armed force of an indu stri al ized or 
dev eloping nation that seeks to combat U. S. forces through 
activities ranging from terrori sm, illegal drug trading , illicit arms 
traffi cking, international o rganized c rime. and deliberate 
enviro nmental damage. This threat will most likely be a 
dismounted infantry that fights from small towns or enclaves 
and uses tangible efforts against the rule o f law and public 
opinion with the inten t to harass and keep the America n force 
in a defensi ve posture . The changing threat, complex en ­
vironments, and more requ irem ents with fewer resource s se t 
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operationa l environmental condit ions cente red on cri sis, 
change , and instabil ity. 

In the future operational environm ent , young Army leaders 

wiII oper ate on decentralized mission execution only after 
thoroughly understandin g their commander 's intent and scheme 
of man eu ver . Their leader ship style will evo lve around 
transformational lea dership beh avior versus transactional, 
developing and com munica ting a vision that their soldiers can 
rally around. and indi vidualized soldier concern and sel f­
sacrifice .' Twent y-fir st- centu ry leaders communica te their 
vision through words and pe rsonal examples to pr ovide 
purpose, direction, and motivation . 

Information Technology 

T he integration of informati on technology launched 
Army leaders into the twenty-first cen tury. Operations 
Desert Storm, Just Cause, and Joint Endeavor opened 

a visionary window on the capabilities of the information age. 
The future ba ttle field with integrated technology has- ­

•	 A larger batt lesp ace at a higher tempo. 

•	 Increased lethality through precision munitions, 

•	 Massing of effects versus mass ing of forces . 

•	 Increased ability to visualize a battlefield consisting of both 
friend ly and threat force s, 

Army Battle Command System technology systems integrate 
the func tional elements required to plan, prepare , and execute 
LI full range of operation s in basically any environme nt­
ult imatel y pr ovidin g a sec ure, vigo rous, and surv iva ble 
communications network for voice. data, and video . Information 
operations give leaders relevant friendly information and enemy 
intell igence. as well as weather and terrain data , Collecti vely, 
relevant information and intelli gence provide the situational 
awareness and battlefield visualization necessary for twenty­
first-century leaders, 

Increased co mma nd-and-control capability gives Army 
leaders the advantage of enhanced near- rea l- time situational 
awareness and ul ti mately in creased underst and ing fo r 
employment of assets at the right time and place. Twenty-first­
ce nt ur y le ade rs rely on s ituatio nal awarene ss or their 
enviro nme nt to help fully understand their surroundings and 
recognize how political, cultural, economic, and ethica l factors 
impac t their operations . Future leader s will require a deeper 
understandin g of their operational environment as it relates to 
peace and conflict and the demands those relationships place 
on their leaders hip style, 

Leadership Framework 

F or eac h level of lead ersh ip , enha nce me nts in 
technology have brough t great oppo rtunit ies, Our 

Army must continue to exploit thoseopportunities in leader 
development. while maintaining leaders with character and 
competence who act to achieve excellence in themselves. their 
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soldiers, and their organizations. The basics of yesterday hold 
true today. Our Army must continue to develop leaders who 
provide purpose. direction, and motivation, while operating to 

accomplish the mission and improve the organization, Our future 
will involve fast-paced operations in complex and changing 
environments, shaped by leaders who are­

•	 Comfortable with ambiguity. 

•	 Team build ers with role s of trainer and mentor. 

•	 Acce lerated, pas sionate learn ers. 

•	 Flexible and innova tive, 

•	 Skilled at developing concepts. 

•	 Tactical exper ts with techn ical proficiency.' 

Our Army has always been and is stilJ about winning our 
nation 's wars, Leadership in the pursuit of that mission is each 
Ar my le ader 's pr im ary res po nsibi lity, c ha lle nge , and 
opportuni ty, Army leadership is solidified by the character, 
competence, and exce llence of its leaders and their values, 
attributes, skills, and actions ." Soldie rs of tomorr ow will enter 
the Army with inherent digital and analog skills as a found ation 
to th eir scholas tic preparat ion s, They will be ex tremely 
knowledgeable in network use and capable of making complex 
decision s, In some ways, these young soldiers and leaden ', 
havin g g ro wn up in an en vironm ent (~f technology and 
expanded skills, will (Ow er over our exi sting leaders, But 
although they will be technologically enhanced, tom orrow's 
soldiers and future leaders will enter the A rm y without the 
knowledge to achieve excellence in leadersh ip. 

Field Manual (FM) 22- 100, Army Leadership, surrounds itself 
with what leaders must BE, the skills they must KNOW, and 
the characteristics and knowledge they must apply to D O what 
they must." The framework of BE, KNOW, and DO (from FM 
22- 100) describes characteristics of our twenty-first-century 
leaders, 

Wh at Leaders Must BE 

Sold ier s ente r the Army wit h va lues Li nd attr ibute s 
formed by environmental influ ences, such as family, friends. 
schools, religion , and television . However perfect these values 
are, they begin the definition of the total person and describe 
in essence what that person stands for. From entrance into or 
association with the Army, soldiers and leaders begin a pyramid 
of building on their character. The intent is to enhance, refine, 
and deve lop the ir existing values into the seven Army values 
described in FM 22-100: 

L oyalty 

Duty 

Respect 

Selfl ess Service 

Honor 

Integrity 

Personal Courage 
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These values are the foundation of leadership. For our Army, 
they are "points of light" that drive our actions in peacetime 
throu gh combat, providing the force (soldiers. leaders. and 
civil ians) with building blocks for what is right and wro ng. 
These seven values - co upled with ment al , physical, and 
em otional attributes-collectively influence what a leader 
must BE. 

What Leaders Must KNOW 

Th e twenty -f irst-century battlefi eld is fast -paced and 
riddl ed with tec hnologi cal e nhanc ern ents that incr ease 
information flow to the leader. These enhancements are all 
centered on greater kn owl ed ge and understanding of the 
s ituation. Our twent y-First-century leade rs are tactical and 
techn ical experts who rely on concrete values to assimilate the 
complex inform ation now, conceptualize plans of actions. and 
utili ze interpersonal skills for leadership -all with the intent of 
mission acco mplishment. KJ\lOWing their occupation becomes 
an esse ntial variable of the leadership model. as our twenty­
firs t-cen tury leaders are passionate learners with a drive [or 
increa ving their skills. KNOWing does not come easy: it requires 
hard and realistic training that is founded on practical experience 
and individual and collective training. The word s "task," 
"c ondi tions," and "s tandards" co ntinue to embody Army 
training. 

Tra ining of the futur e mu st address improvements in 
techn ology. however reso urce-intensive the eve nt. Developing 
and tailoring realistic training are essential for honing soldiers' 
and leaders' skills in adaptability. conceptualization. flexibility, 
and innov ation. Training mU~1 cont inue to pro gress from 
individual , team. and squad or section up to the unit. Proficiency 
demands challenging training from the time a soldier enters the 
Army through unit training to build on the success of previou s 
training and sustainment of perishable skills. 

What Leaders Must DO 

Leader ship is th e art of bringing toge ther values and 
attributes: knowledge and underst and ing or the wor k­
ing environment and applicable sk ills; and providing purpose, 
direction , and moti vation. Leadership is about open dialogue. 
Iwl Weh-sitl! posting. Twenty-first-century leaders will find their 
leadership styles (the DO portion of leadership ) fluctu ating 
between direct. part icipating. delegating , transformational . and 
transactional leader sh ip s tyles . Varyin g condit ions wi ll 
determine the styIe use and, to a certain degree. the mixture of 
each style for mission accomplishment. Leader characteristics 
in the twenty- first century may very well be domin ated by 
soldiers' estee m needs. 

Influencing Forces 

n Maslow's hierarchy of needs (sec figure), esteem is 
defined as peopl es ' se lf-res pect tied to their pay . 
responsibility, recogniti on. and respect.10 Senior leaders 

Esteem
 

Social or Belongingness
 

Safety and Security
 

Physiological
 

Maslow's hierarchy of needs 

may rind that their junior leaders. both commissioned and 
noncommissioned, struggle to ident ify their responsibili ties. 
The young leaders' increased capabilities in technology and 
ability to learn quicker will drive a need for more and more 
c ha lle ngi ng respon sibil ities. Self- esteem that is tied to 
responsibilit y and contributing effectiveness is directly related 
to the retainability of soldiers and leaders, At the end of the 
day. leaders and soldiers of tomorrow will (more than ever) 
need to feel a sense of accomplishment and job satisfaction. 

r be lieve there are basica lly three types of forces that 
int1uence recruitment and retention in our Army:environmental. 
social. and individu al. 

Environmental 

Collectively . environmenta l forces suc h as econo mic 
conditions. educational opportunities, political influ ences, and 
technological advancements help define American attitudes 
toward a military lifestyle . A strong economy. fueled by 
opportunities and advancements in techn ology, means higher 
wages. Because of a better lifestyle, young American paren ts 

now have the ability to provide their children a higher ed ucation 
without using scholar ships off ered hy the military. A~ fewer 
and fewer Americans enter the military and are associated with 
the military. a lack of understanding develops concerning the 
importance of variables within the milit ary model. Programs 
begin to be cut, less capital is resourc ed for milit ary programs. 
and soldiers' self-esteem becomes harder and harder to maintain. 
Military lifestyle becomes a ne gat ive " word-of-mouth" 
expre ssion that is soon a transitional expression for the want 
of a livelihood outside the military. 

Social 

Social needs are the sense of belonging and identification 
with a group. These needs are nurtured by religious activit ies. 
professional organizations, sports, or social clubs. The longing 
to be a part or something and to share the same interests. 
values. and attributes is a strong need. As we enter the century 
of techn ology where computers and digi tal enhancements 
dominate the working environment, soldiers can easily become 
disillusioned about their responsibili ties a, team members. If 
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decision s become cen tralize d becau se of digital enhancements, 
and the chain of command becom es more o f a continuity line 
for zero-de fect versus a co mmand-and-co ntro l feature, retention 
will be lost. Ifdon e corre ctly, twenty-first- century leaders can 
capita lize on individual social needs as an enhance ment to 
their leader sh ip sty le . Mo tivation has second- and th ird-order 
e ffec ts whe n worki ng as a tea m is bo th cha lleng ing and 
rewarding, and those intrinsic rewards arc spread ac ross the 
life-style env iro nment from the wo rkp lace to the spo rts field. 

Individual 

These forces inclu de indi vidu al and family perceptions of 
military li festyle. Soldiers in the armed force s have a unique 
person alit y, a partic ular se t of le arned experiences, and a 
percep tio n of how bes t to achi eve their go al s. Ed uca tional 
oppo rtunities and funding of educational goals provide great 
ass is tance in recru itment. Ho we ver, w itho ut c halleng ing 
oppo rtuni ties for growth in es tee m an d self-act ual izat io n, 
rete n tio n suffe rs . As fe w e r and few er Am eri can s hav e 
assoc ia tio ns with the armed forces and our borders remain 
safe , fam ilies be gin to th in k le ss about a s tro ng defe nse . 
Reli ance on a st rong econo my fuels furth er budget cuts on 
low- priority governme ntal programs. Th e lack of familiarization 
with the armed for ces and a comple te sense of securi ty lead to 
mili tary program c uts . I propose that our adv er tis ing efforts 
focu s on the intan gib les of milit ary li festyle- the benefits of 
bein g a tea m member, cama rade rie , esprit de corps- and that 
we ge t bac k to the grass roots feeling of wh y soldiers remain 
member s of the Ar my team. Let 's adve rt ise the goo dness of 
o ur organiza tio n, no t j ust wh a t th e Army gives us as a 
prep aration for life outside the military af ter [our yea rs. 

Conclusion 

T echnology e nhance ments pro vide the foundat ion for 
twenty-first-century opera tions. Lead ers will impro ve 
thei r ability to make timely decisions : manage abundant 

amounts of informa tion; and co mmunicate purpose, d irect ion . 
and motivation-all to accomplish the ope rat iona l mission . 
Digital ski lls become no rma l operat ing pr ocedures in the 
explo itation of inform ation techn ology for situational aware­
ness, understanding . and decision mak ing. Toug h, creative , 
realistic i ndi vidual and collect ive training based on ex isting 
training theories wi ll dri ve our future leaders to higher plateaus 
in educati o n and job prowess. Thi s reali stic train ing will help 
our leaders and so ld iers develop the knowled ge an d skill s 
requ ired for winning our na tion's wars. Our futu re leaders wi 11 
maintain the Army va lues or Loyal ty, Dut y, Respect, Selfles s 
Serv ice , Hon or. Integri ty. and Personal Co urage to BE, KNOW, 
and DO as their leadership framework. Our Army m ust build on 
recruiting and retain ing only the best and ensure that each and 
eve ry so ldie r and leader is challenged as part or the unit team . 

We, as any Army and nation . mu st not fa ll into the Chicken 
Lillie " sky-is-fa ll ing" mentality. As we enter thi s trans­
formation al period , we must rem emb er that each challenge is 
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really an opportunity to improve. T he U.S . Army Engineer 
School' s comm and sergeant major says it bes t: "Ta ke time and 
a l ittle risk and have faith ; yo ur subord ina tes w ill foll o w yo u. 
The odds of success are in yo ur favo r.t' I'Leade rship basics 
hold true. Leaders of the future must never forget that leadership 
is about open dialogu e . not abo ut Web- site posting . As we 
search for the perfect leade r, we m us t incorpo rate le ader 
de vel opment in to all level s of tr ain ing a mi full y embrace 
flexib ility and e ncourage crea tive innovation. W 

Major Zim merman will atte nd the 00/0 I class at the 
Comm and and General Staff Co llege, Fo rt Leavenworth. 
Kansas . He was p rev iously a doctrine wr iter in the Directo rate 
of Training, U.S. Arm)' Enginee r Sch ool, Fo rt Leonard vVrIOd. 
M issouri. 
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