
2 Head Strong

Not a single captain attempted to ram the chain and sail his ship north from this point. 
As a result, the colonists maintained control of this vital resupply route, a critical vic-
tory in an era when rivers were the main mode of commerce in North America. 

 It is easy to view this military outcome as stemming from a remarkable engineer-
ing accomplishment. Th e Hudson is over a quarter mile wide where the chain was 
fl oated across the river. Th e Great Chain was approximately 500 yards long and con-
sisted of two-foot-long, 2.25-inch thick iron links joined together and attached to logs. 
Stringing the chain across a river of this width against the forces of current, tide, and 
wind was a remarkable engineering accomplishment. My West Point colleagues in 
the engineering disciplines no doubt tout the engineering genius of our revolution-
ary forefathers as they give tours to their own visitors. Interestingly, however, modern 
engineers have calculated that the great chain could not have withstood the force of 
a British warship ramming it. In other words, the chain became a psychological bar-
rier, in eff ect a form of eighteenth-century “psyops” (contemporary military shorthand 
for psychological operations). Th e chain accomplished the goal of blocking the river 
without the colonists relying on cannon fi re—something the dominating British navy 
would certainly not have shied away from in and of itself.        

 I begin this book with the example of the Great Chain because it illustrates 
how psychology—combined with engineering and technology—has infl uenced the 

 

   Figure 1.1    West Point’s Trophy Point, with links of the Great Chain in the foreground. (Photo 
courtesy of author.)   
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of orientation. Training was lengthy and complicated. Psychologists came to play a 
principle role in ensuring the right soldiers found their way to the cockpit.        

 World War II also stimulated an exponential growth in clinical psychology. 
Combat stress casualties were high, and there simply were not enough psychiatrists to 
treat affl  icted soldiers. Psychiatrists, who hold a medical degree, could not be trained 
quickly enough to take up the slack. Th is opened the door for clinical psychologists, 
who typically hold a doctor of philosophy degree, to expand their important role in 
mental health care. Th is role continued to grow following the war, with the establish-
ment of the Veterans Administration (VA). Th e VA was charged with providing health 
and other assistance to the millions of men and women who served in World War II, 
a role that continues today.  

    MILITARY PSYCHOLOGY TODAY   

    Military Laboratories   

 Organizations pay for what they value. Militaries around the world continue to provide 
funding for psychological research. In the United States, each of the services maintains 
laboratories that conduct psychological research. Th ese organizations employ civilian 

 

   Figure 1.2    Cockpit of a World War II-era B-24 bomber. Note the complexity of controls and 
displays. (Photo courtesy of the National Museum of the US Air Force.)   
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to give up when the going gets rough. Th e ASVAB, AFOQT, and related tests fail to 
measure any of these traits and attributes. 

 To return for a moment to my personal experience, I found that the biggest chal-
lenges of OTS required strengths that were not at all related to aptitude. Th ose who 
failed to complete training rarely did so from lack of ability. All initial military training 
involves socialization to a new culture, one that embraces the team and the mission 
above personal interests. You are given more tasks to do in a day than one can possibly 
complete, and hence you need to be able to prioritize and multitask. You don’t sleep 
as much as you are accustomed, and are oft en physically drained. Your trainers like 
to surprise you with challenges when you least expect them. Within two weeks I was 
tired, lonely, frustrated, and ready to quit, as were all of my classmates. We were all 
doing well on the academic material, but were worn down from the myriad of other 
challenges we faced. What diff erentiated those who remained versus those who failed 
were noncognitive factors of the sort mentioned above. Most importantly, those who 
remained had a “never give up” attitude. We will return to this thought shortly. In any 
case, my selection experience did not prepare me for what I experienced during OTS, 
as the reader may discern in Figure 2.1.        

 You may be thinking, “Th at may have been true years ago when you entered the air 
force, but it can’t be true today given all that psychology has learned about testing and 
selection.” Unfortunately, you would be wrong. To get into the army, air force, navy, or 
marines today is not much diff erent than it was a half century ago. Th e applicant must 

 

   Figure 2.1    Th e author in his fi rst weeks of Air Force Offi  cer Training School in 1980. Physically and 
cognitively capable of success, his gloomy continence refl ects the “gut check” that military training 
provides. (Photo courtesy of the author.)   
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why so many errors may occur in this manner of testing. Future testing will bear little 
resemblance to the scenario shown in Figure 2.2.        

 In contrast, the same aptitude tests administered with computers resulted in far less 
error. Although the cognitive processes involved in reading the question and select-
ing the correct response are the same, the test taker can much more easily hit a key 
corresponding to the selected answer, while actually viewing the question and answer 
options. Th ere is no need to hold an answer in short-term memory while redirecting 
attention from the test itself to the answer sheet, then executing relatively more com-
plicated motor responses to record the answer. In short, the computer-based testing 
method yields more valid or cleaner results than paper and pencil methods. 

 Th e advantages of computer-based testing do not stop with reducing errors. 
Computers enable psychologists to measure mental processes that cannot be measured 
with paper and pencil tests. For example, with a computer it is easy to measure the 
amount of time needed to read and answer a question. Speed is a component of intel-
ligence; hence the ability to easily measure it increases the power of a test. With com-
puters, you can decide what question to ask next based on the response to the previous 
question. Th is approach, called branching, enables the tester to more carefully explore 
the depth and breadth of the test taker’s knowledge, skills, or aptitude. 

 Perhaps most importantly, computer-based testing allows us to measure basic cog-
nitive skills that go far beyond the types of word and math questions typically found 
in paper and pencil tests. In Project Lamp, we began to study the relationship between 
basic information processing capabilities and outcome criteria, such as completion 

 

   Figure 2.2    Seeking civilian employment, a veteran takes an aptitude test in 1944. (Photo courtesy of 
©BETTMAN/CORBIS.)   
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Subsequent analyses showed that cadets who were very low in grit not only were less 
likely to complete cadet basic training; they were also more likely to be referred to 
mental health professionals for counseling. 

 West Point is more than an offi  cer training facility. It is also a top-tier institution 
of higher education. Cadets who successfully complete cadet basic training then begin 
their fi rst academic term. Th e coursework is rigorous. Now referred to as plebes, 
fi rst-semester cadets enroll in fi ve academic courses including introduction to cal-
culus, chemistry, history, English composition, and psychology or information tech-
nology. Th ey also take physical education and military development courses. All are 
required to play sports, either intramurals or intercollegiate. Each is assigned to an 
upper-class cadet who carefully monitors, coaches, and when necessary corrects their 
behavior. Th ey sleep an average of just over fi ve hours a night. Like college students 
everywhere, they cope with being away from home for the fi rst time and must learn 
how to study for college-level courses.   10    

 In this demanding context—one that most cadets contend is much more challeng-
ing than cadet basic training—grit continues to predict success. Although the Whole 
Candidate Score emerges as the strongest predictor of fall semester success, grit adds 
to the prediction, especially for military performance measures. In a subsequent study 
conducted on the West Point Class of 2009, Duckworth compared grit with a standard 

 

   Figure 2.3    Soldiers complete an obstacle during a Leader Reaction Course exercise, designed to 
build trust and teamwork among cadets. (Photo courtesy of Stephen Flanagan.)   
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of military skills. Military drill was still emphasized, as much for the purpose of instill-
ing order and discipline as in maneuvering troops on the battlefi eld. In Figure 3.1 we 
see a soldier outfi tted with protective gear designed to allow him to survive a gas attack.        

 By World War II, training had become a critical component of fi elding an eff ective 
military force. Military aviation was in its fourth decade, and aircraft  were larger, fl ew 
faster, and carried far more sophisticated weapons than World War I aircraft . Some, 
such as the B-17, B-24, and B-29, required large crews to fl y and navigate the air-
craft  and operate off ensive and defensive weapons systems. Crews had to be trained 
to work eff ectively and effi  ciently together, and to be prepared to do so under con-
ditions of great stress. Radar made its appearance, along with a range of relatively 
sophisticated command and control systems. Tanks and other vehicles were bigger, 
faster, and more powerful than ever before. Gone were the days when someone like my 
great-grandfather could join the army and be ready to fi ght with only the most basic 
instruction in weapons, tactics, and drill. 

 Th e fi eld of psychology rose to the occasion and psychologists quickly became 
involved in improving military training. Complex military tasks, like operating 
crew-served weapons, were analyzed and broken down into component subtasks. Th en 

 

   Figure 3.1    Failure to learn how to don a gas mask and protective gear rapidly may result in a 
soldier’s death. (Photo courtesy of Elzbieta Sekowska; Shutterstock.)   
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protocols were developed to train new soldiers in the use of these systems, evaluate the 
eff ectiveness of the training, and to prepare soldiers for deploying the systems in the 
heat of battle. Army research psychologist Dr. Steve Goldberg points out that World 
War II saw tremendous developments in training gun crews, engineer room person-
nel in the navy, and radio operators. Most notably, the army founded the Aviation 
Psychology Program. Many notable psychologists, including Neal Miller, participated 
in this program, which supported research into the training of pilots, gunners, radio 
operators, and navigators.   3    

 It is worth pausing to consider the scope of the problem faced by the military dur-
ing World War II. In 1940, the US military had 458,365 soldiers, sailors, and marines. 
Collectively, the US military was among the smallest of industrialized nations at that 
time. By the end of World War II, there were 12,055,884 men and women serving in 
all branches of the military. For comparison’s sake, in September of 2011, total US 
forces numbered 1,468,364.   4    Most of the men and women who served in World War II 
were true citizen-soldiers. Th ey were not professional soldiers, and had to be quickly 
trained to expertly execute their given jobs. My father (seen in Figure 3.2) was typical 
of his generation. Th e “army joined him” (as he put it, describing the experience of 
being draft ed) in 1943. A year later, he was a combat medic and was then involved in 
14 months of continuous combat in the Pacifi c theater. Th e army had to quickly turn 
this bookkeeper into a combat medic by teaching him fi rst aid and life-saving skills. 
Th is same scenario played out millions of times for hundreds of diff erent military job 
skills. To the extent that success in war depends on the skills of its soldiers, psycholo-
gists played a heroic role in helping the nation transform from a second-rate military 

 

   Figure 3.2    Th e author’s father, a combat medic in the Pacifi c Th eater in World War II. (Photo from 
collection of author.)   
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wars of the twentieth century. Th is includes lots of drill, fi eld exercises, and mentoring. 
Th e army calls it the “crawl, walk, run” model, but in truth most soldiers don’t get to 
the run stage of expertise prior to deployment into combat. 

 Th e technology exists to change this. Ground force training of the future must 
by necessity be heavily simulation-based. Th e commanding general of the US Army 
Training and Doctrine Command, General David Cone, agrees.   6    In October of 2011, 
he announced that developing eff ective simulations for ground forces is a priority for 
the army in the years ahead. Th e other branches of the US military have similar priori-
ties. With a small military and a population that is casualty averse, we cannot aff ord to 
train soldiers halfway. Figure 3.3 shows soldiers solving a problem in a tactical simula-
tion exercise.        

 Let’s compare how an infantry lieutenant is taught to lead a platoon in combat 
now versus how he will be trained in the future. Now, during the Infantry Offi  cer 
Basic Course at Fort Benning, Georgia, lieutenants are given both classroom and fi eld 
training in basic infantry skills and small unit leadership. Both are important and will 
remain part of the army’s training strategy. However, the problem comes with provid-
ing the lieutenant with enough realistic force-on-force training that he truly learns 
enough to respond fl exibly and adaptively in real battle. 

 At the offi  cer’s basic course, classes number about 40 lieutenants. During fi eld 
training exercises, the offi  cers play various roles in an infantry platoon, including 

 

   Figure 3.3    Soldiers engage in a virtual military operation during an experiment conducted by 
psychologists of the Army Research Laboratory’s Research & Development Command. (Photo 
courtesy of the Army Research Laboratory.)   
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United States had access to the information they have now. Th e war probably would 
not have lasted more than a few months. 

 Th e need for a systematic understanding of military decision making precedes the 
application of formal psychological science to its understanding. By the time of the 
Korean War, for example, military aircraft  were powered by jet engines and their speed 
of engagement meant that any hesitation to act—even in seconds and sometimes frac-
tions of seconds—might result in defeat in the engagement. Th is need was recognized 
by Colonel John Boyd, a US Air Force pilot. Colonel Boyd developed a fairly sophisti-
cated—for its time—model of decision making. He called it the OODA loop, using the 
acronym for the components of military decision making: observe, orient, decide, and 
act. Boyd suggested that pilots must be trained to complete the OODA loop elements 
quickly and by doing so they would be able to, in essence, outthink the enemy and give 
themselves a decided tactical advantage in aerial warfare.   2           

 A closer look at the OODA loop model reveals interesting elaborations on each of 
the four components that give a hint of current and future models of military decision 
making. Figure 4.1 shows a detailed illustration of the model. In particular, take note 
of the “orient” component. Th is takes into account psychological variables of genetic 
heritage, cultural traditions, previous experience, analyses and synthesis (i.e., problem 
solving ability), and new information (what today we would call working memory). 
Th ese processes interact with the “observe” component to yield a decision to act fol-
lowed by the act itself. Note the extensive feedback loops among the four components. 
As one would expect, the OODA loop is ever-unfolding. Actions cause reactions by the 
enemy, which require adjustments by the pilot, and so on. Th e loop does not end until 
one pilot shoots down the other or the engagement is broken off  for other reasons. 

 An interesting aspect of the OODA loop model is that it is predicated on the idea that 
decisions are rational and well informed. To the extent that the operator can see all of 
the pertinent information and builds a complete and accurate picture of the battle, then 
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   Figure 4.1    Th e OODA Loop Model of Decision Making. (Image courtesy of Patrick Edwin Moran.)   
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was about to happen next. While this may seem simple to the reader, making tacti-
cal decisions with potentially life-threatening ramifi cations under conditions of high 
stress is no simple matter. 

 Th e military began to appreciate the importance of situational awareness in the late 
1990s. Its fi rst applications, like the OODA loop, were in the domain of military avia-
tion. Successful fi ghter pilots seemed to have better situational awareness skills than 
less successful peers. Th e air force partnered with psychologists to develop sophisti-
cated models of situational awareness and implement procedures to train it. Th e goal 
was to train pilots to attend to critical parts of the battle space, build an understanding 
of the implications of what they observed, and to develop the skill of predicting what 
would occur next. 

 By 1998, the army realized that the concept of situational awareness formed 
a critical component of how ground forces, especially at the small unit level, made 
tactical decisions. Th e US Army Research Institute sponsored an Infantry Situational 
Awareness Workshop at Fort Benning, Georgia.   6    Th e workshop brought together the 
nation’s leading situational awareness experts and partnered them with experienced 
infantry offi  cers with the goal of exploring how the army could leverage situational 
awareness to improve decision making of infantry units ranging from small units 
(squads and platoons) to large units (battalions and brigades). Topics included defi n-
ing, measuring, and training situational awareness for army units. 

 Th e basic model for understanding situational awareness is depicted in Figure 4.2. 
Th is shows the elements of situational awareness described above. A soldier senses the 
tactical environment either through direct observation, typical for small unit leaders, 
or indirectly through command and control displays and associated equipment, more 
typical for leaders and staff  at higher echelons (perhaps battalions, certainly brigades 
and above). He must then assess the situation and quickly generate and execute deci-
sions to address the situation at hand.        

 Before a soldier can make an informed decision, he must accurately assess the situ-
ation. Situational awareness is broken into three components, each of which builds on 
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 A close look at Figure 5.1 reveals some interesting implications. It is clear that 
PTSD, for instance, is not something you have or do not have, with no middle 
ground. Based on established clinical criteria, soldiers in the left -most portion of the 
curve may be diagnosed with PTSD. But what about those who are just above the 
cut-off  line, or within a fairly close distance? Perhaps they have many symptoms of 
PTSD, but not enough to warrant a clinical diagnosis. For the sake of argument, let’s 
say that this gray area would encompass an additional 10 percent of soldiers who 
deployed to combat. Th ese people may have serious problems in personal, social, 
and family adjustment but not suffi  cient to result in a formal clinical diagnosis that 
would in turn warrant treatment either in military or veterans health care systems. 
Th e number of such cases is not trivial. Over 2 million soldiers have served in Iraq 
and Afghanistan. Ten percent would equal 200,000 cases of impairment that are not 
offi  cially recognized by the health care system. What is being done to help these 
people? Added to the 15  percent that are diagnosed, this would be a half-million 
men and women who suff er some degree of impairment or pathology stemming 
from combat exposure. 

 Th e far right of the curve is also interesting to consider. Th ose who are in the far 
right may represent true PTG. But those near the cut-off  may also have shown impor-
tant personal growth in some dimensions. Following the same argument as above, if 
the 10 percent that approach the PTG cut-off  are really doing well, then we also have 
in the neighborhood of a half-million soldiers and veterans who are fl ourishing fol-
lowing combat. 

 Th at leaves the middle 50 percent of the curve. To one degree or another, we can 
think of this as the “resilient zone.” Th e 1 million soldiers and veterans who fall into 
this zone either were relatively unaff ected by their experiences or quickly recovered 
back to normal functioning. Like my father following World War II, they return to 
their normal military duties or to the civilian world and go about the everyday busi-
ness of work, raising families, and being a part of a community. 

 

   Figure 5.1    Psychologists traditionally focus their eff orts on the far left  end of the normal curve, 
refl ecting pathology. Future psychologists will expand the focus to the right side of the curve, 
extending their focus to resilience and fl ourishing. (Image courtesy of author.)   
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 Th is lunch meeting with General Casey was pivotal in shaping the future of CSF. 
Dr. Seligman and I argued that the military is a natural home for positive psychology. 
It consists mainly of young people who are physically healthy, and has a strong cul-
ture that supports personal growth. As a high school student, I remember the military 
being touted as a way of building strength and maturity. Many of my friends joined the 
military aft er high school and benefi ted greatly from it. Th e military culture believes 
that anyone can improve and grow, and prides itself on providing training, schools, 
and an organizational climate that promotes personal growth. 

 General Casey and his staff  (which included the army surgeon general, a retired 
four-star general, and several other senior army offi  cers) quickly seized on the idea 
that positive psychology could serve as the scientifi c cornerstone of CSF. Dr. Seligman 
described empirically validated approaches that have been used in other contexts to 
build resilience and provide people with the personal and social skills needed to fl our-
ish, rather than languish. In short order, a plan was built to fl esh out the details of CSF 
and to provide the army with a plan to create a more resilient army. Th e details of the 
early development of CSF can be found in a special issue of the  American Psychologist,  
coedited by Dr. Seligman and myself.   12    

 I felt a bit like Forrest Gump at that meeting. Although I had argued repeatedly 
that positive psychology was a perfect match for the military, it was Dr. Seligman who 
had the extensive conceptual and empirical knowledge to describe for General Casey 
what CSF should become. What was very clear to me, however, was what a unique 

 

   Figure 5.2    Meeting with General George Casey, Army Chief of Staff , Nov. 25, 2008. (Photo courtesy 
of D. Myles Cullen.)   
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 Th e commander will use this information to his tactical advantage. He will know 
who really exerts formal and informal infl uence in his area of operations. He will know 
who to cultivate good relations with and with whom not to waste valuable time. If a 
crisis occurs—perhaps a soldier or other American is taken hostage—he will know 
who the deal makers are, and who in the local population infl uence them. More impor-
tantly, he can cultivate good will and peaceful relations by knowing the social topog-
raphy of his area.   

    NEGOTIATION TRAINING   

 Perhaps one of the most important skills needed in twenty-fi rst-century war is the abil-
ity to engage in eff ective negotiations with local inhabitants within the area of combat 
operations. Clearly this must involve a functional understanding of local culture, his-
tory, politics, and economics in order to be eff ective. Psychologists will play a key role 
in training the military on how to conduct such negotiations. 

 An exemplar of negotiation training is the West Point Negotiation Project 
(WPNP).   5    Started in 2006 by a small group of faculty within the Behavioral Sciences 
and Leadership Department at West Point, the WPNP has rapidly become a proto-
type of a negotiation training method that is based on solid psychological principles. 
Because much of the burden for negotiation in contemporary war falls on small unit 

 

   Figure 6.1    Example of a social network analysis. Each node represents a diff erent person within an 
organization. (Image courtesy of Claudio Rocchini.)   
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 Th e social psychology of compliance is also relevant to negotiation in military con-
texts. Social psychologists have identifi ed and researched various methods used to get 
people to comply with requests.   9    To comply with a request does not imply, necessarily, 
that a person initially agrees with the request or wants to do it. Th e following examples 
of compliance techniques described by social psychologists are presented with a short 
discussion of how they apply to military negotiations. 

     Norm of Reciprocity   

 Th is simply means that when you do something good for others, they are more likely 
to reciprocate by doing something good for you in turn. A commander who builds a 
new sewer system or facilitates the building of a school or health clinic earns important 
capital and good will that may be returned by compliance to some future request.  

    Door-in-the-Face Technique   

 Th is approach involves asking the target to do something they would never initially 
agree to, but quickly follow up with a lesser, more reasonable request. Any number of 
examples come to mind, but in using this technique the commander knows that his 

 

   Figure 6.2    Cadets negotiate with Army Major Stephen Flanagan, in the role of local police chief, 
during a negotiation exercise at West Point. (Photo courtesy of Neil Hollenbeck.)   
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awareness. Sometimes organizational factors hinder decision making. Poor com-
munication channels create blind spots in the organization, and impair the ability 
of the leader to know what is occurring or to adjust to changes in the operational 
environment. For Merlo, eff ective decision making is crucial to infl uencing others 
in a crisis. And the solution to establishing and maintaining this ability in leaders 
resides in intense and regular training in conditions that simulate combat. Th is can 
be in the fi eld or in virtual simulators. In either case, both the leader and his soldiers 
must train together regularly so that they can think more freely and accurately when 
combat begins.  

    Leveraging the Organization   

 A coherent approach to developing leaders who can perform competently and inspire 
others in military operations may benefi t from a conceptual model that informs how 
to build and structure an organization. Pat Sweeney and I  describe such a model, 
depicted in Figure 8.1.   16           

 Th is model describes the interplay between individual factors such as self- 
regulation, motivation, and self-awareness within the overarching context of the social 
and organizational climate of military units. Th e central concept is that organizational 
and personal factors contribute to the formation of a leader’s worldview. Th is worldview 
is then instrumental in infl uencing how the leader perceives and makes meaning of 
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   Figure 8.1    A Holistic Development Model for Dangerous Contexts Leaders and Organizations. 
(Image courtesy of Patrick J. Sweeney and the Naval Institute Press.)   



    Table 8.1    Psychological Taxonomy of Dangerous Environments (Table courtesy of Donald J Campbell, adapted from “Leadership in Dangerous Contexts”.)   
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by the nation’s military and intelligence services leaders plus the Secretary of State, 
monitoring the Navy Seals operation that resulted in the death of Osama bin Laden. 
Imagine President Lincoln monitoring the Cemetery Ridge battle at Gettysburg from 
the White House using today’s technology rather than the telegraph. Unthinkable. 

 Th e circumstances of the bin Laden raid were unique and resulted in signifi cant 
strategic consequences. I am not suggesting that the commander in chief makes a habit 
of keeping tabs on small unit missions, or that he was incorrect in doing so. But the 
sheer ability to do so raises signifi cant questions about the very nature of command 
and control. In the past, a strategic leader would have found it virtually impossible to 
track and possibly intervene in small unit operations, even if they desired to do so. But 
with modern digital technologies, available planet wide through satellites, and coordi-
nated by fast and intricate systems, it is quite possible that commanders can easily step 
outside of the old two-up and two-down doctrine.        

 Figure 9.1 shows a tactical command post at a military installation in Afghanistan. 
While the physical layout of command posts will vary with echelon, service, and 
function, each contains a host of highly sophisticated technologies. Indeed, the old 
acronym for command post (command and control, or C2) has changed and now is 
C4ISR, which stands for command, control, communications, computers, intelligence, 
surveillance, and reconnaissance. Th e new acronym alone suggests a transformation 

 

   Figure 9.1    US Army Tactical Command Post in Afghanistan. (Photo courtesy of Russell Lemler.)   
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 Because of their bulk, contemporary C4ISR systems are generally designed for 
battalion and higher echelons of command. Th ey are staff ed by a host of offi  cers and 
enlisted specialists who assist the commander in his duties. In the future, C4ISR tech-
nologies will be miniaturized to the point they can be mounted on individual soldiers. 
Prototypes for such systems have already been developed and fi eld tested. One such 
system, discussed in detail in Chapter 4, is the Army’s Land Warrior System, which 
gives individual soldiers the command, control, and communication capabilities cur-
rently available in the TOC at the battalion level or higher.  

    Future Command and Control Technologies   

 Future iterations of individually mounted C4ISR systems may include even more rev-
olutionary changes. We will look into this more fully in Chapter 11, but Figure 9.2 
depicts a representation of the Marine Corps’ Space Trooper concept. Besides a more 
sophisticated version of the Land Warrior System’s weapon and supporting systems, 
this and similar systems under development may include a battle uniform that regulates 
the soldier’s temperature and monitors vital health indicators such as energy expendi-
ture, heart rate, EEG, and similar physiological measures. Using nanotechnology, the 

 

   Figure 9.2    Th e Marine Corps Space Trooper Concept. (Photo courtesy of Algol; Shutterstock.)   
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noticeable than their diff erences. It is worth reviewing leadership doctrine from the 
lens of a psychologist to illustrate what contemporary military leadership entails. I will 
use US Army Field Manual 6-22 ( Army Leadership: Competent, Confi dent, and Agile ) 
as the basis for discussion, but the interested reader can easily fi nd the corresponding 
doctrine of the other services through a simple Internet search.   2    

    FM 6-22: The Basics of Leadership   

 Th e core philosophy of army leadership doctrine is captured in the words “be, know, 
do.” Th ese simple words are based on hundreds of years of practical leadership experi-
ence as well as on principles of modern leadership theory. Th ey provide a reference 
point for leader development and leader practices.        

    “Be,” Internalizing the Values   

 Eff ective army leaders must internalize values and attributes that are congruent with 
the organization’s mission and purpose. What, exactly, are these qualities? Th e army 
specifi es seven fundamental values that are critical to leadership. Th ese values are 
shown and defi ned in Figure 10.1. Th e navy, marine corps, and air force each have 
their own list of similar values. Important for all soldiers, it is especially critical that 
leaders exemplify these values. A  leader must be loyal to his or her subordinates in 

 

   Figure 10.1    Th e Seven Core Army Values, from  Army Leadership: Competent, Confi dent, and Agile,  
Field Manual 6-22. (Image courtesy of Headquarters, Department of the Army.)   
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puts his or her personal promotions and achievements above the good of the organiza-
tion and the mission. A lieutenant newly assigned to a combat platoon, who is overly 
eager to lead his platoon into combat, may be perceived as valuing personal glory over 
the good of the unit. 

 Figure  10.2 summarizes the core attributes and competencies that army leaders 
are expected to possess. Offi  cers and NCOs must internalize and display character, 
have a command presence (be physically fi t, composed, etc.), and be intellectually pre-
pared for leadership. Th ey also must lead (by example, eff ective communication, etc.), 
develop others, and be able to achieve results.           

    QUALITIES OF FUTURE ARMY LEADERS   

 Leadership doctrine, as refl ected in FM 6-22, provides a general framework for mili-
tary leadership. It clearly shows that eff ective leadership requires far more than placing 
someone into a position of command and then simply empowering them to pursue a 
task or mission by ordering people around. Military leadership depends on the ability 
to infl uence, inspire, and guide others rather than on what social psychologists call 
obedience or compliance.  

    A MODEL FOR FUTURE MILITARY LEADERSHIP   

 Contemporary leadership doctrine is vague on the specifi c individual and collective 
traits, skills, and attitudes that will be needed for leaders in future confl icts. Nor is the 

 

Attributes Core Leader Competencies
What an Army Leader Is What an Army Leader Does

Army Values
Empathy
Warrior Ethos

Leads others
Extends influence beyond chain
     of command
Leads by example
Communicates

Creates a positive environment
Prepares self
Develops leaders

Gets results

Military bearing
Physically fit
Composed, confident
Resilient

Mental agility
Sound judgment
Innovation
Interpersonal tact
Domain Knowledge 

A Leader of Character Leads

Develops

Achieves

Leadership Requirements Model

A Leader with presence

A Leader with Intellectual Capacity

   Figure 10.2    Th e Army Leadership Requirements Model, from  Army Leadership: Competent, 
Confi dent, and Agile,  Field Manual 6-22. (Image courtesy of Headquarters, Department of the Army.)   
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scientifi c basis of current leadership doctrine always clear. In the following pages I dis-
cuss the traits, abilities, and skills that will become ever more important for military 
leadership in the future. Some aspects of military leadership are timeless, and I am not 
suggesting a wholesale change in how leaders are selected and developed. But in the 
changing cultural, political, and technological nature of future war, these factors may 
rise in importance. 

    Trust, the Cornerstone for Military Leadership   

 Th e notion that trust is crucial for military leaders is not new, but the emerging psy-
chological science of trust informs us how to set the conditions for greater trust of mili-
tary leaders and, in turn, their ability to trust peers and subordinates. Patrick Sweeney 
describes the IROC model of trust development, shown in Figure 10.3.   7    Th is model 
emphasizes the key roles of (1) individual credibility, (2) interpersonal relationships, 
(3) organizational climate, and (4) context.        

    Individual Credibility   

 Th e basis for developing trust is individual credibility. Th is hinges on three fac-
tors: competence, character, and caring. 

 For future military leaders,  competence  must go far beyond the technical skill of 
weapons and command and control systems; it must also include political, social, 
and cultural competencies. Th e best tactical company grade offi  cer—skilled as he or 
she may be at weapons systems—must also be profi cient in a wide array of tasks. 
Traditionally, the military favored promoting offi  cers with demonstrated tactical 

 

Individual Credibility:
The Foundation

Competence

Character

Caring

Respect and concern

Open communication
Cooperative
interdependence

Trust and empower others

Relationships Matter

Context Influences All
Dependencies and needs

Organization systems

Organization Sets the Climate

Structure, practices, policies, and
procedures

Shared values, beliefs, norms, and
goals (culture)

   Figure 10.3    Th e IROC Model of Trust Development. (Image courtesy of Patrick J. Sweeney and the 
Naval Institute Press.)   
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exercise, they became progressively less able to do so. Compared to expert observers 
who also rated their performance, the cadets’ own ratings showed virtually zero cor-
relation. In short, they lost the ability to self-monitor.   11    

 Th e impacts of sleep deprivation are even greater for leaders who must make 
important decisions during combat than for soldiers who may be tasked with relatively 
simple jobs. For example, the decision-making performance of tank commanders suf-
fers substantially during conditions of sleep deprivation, and may lead to a variety of 
potentially grave errors during combat operations.   12    

 How might we create soldiers who could fi ght eff ectively for 100 hours or more? 
Like resilience, the solution probably resides in changing brain functioning. Also like 
resilience, this depends both on certain anatomical features of the brain and on neuro-
chemicals associated with sleep and waking cycle. For example, a structure called the 
reticular formation extends from the medulla oblongata, located in the hindbrain, up 
into the forebrain. Damaging this structure decreases cortical arousal and stimulating 
it increases activity in the cortex. A portion of the reticular formation, the pontomes-
encephalon, is responsive to sensory input and drives the release of neurochemicals 
associated with wakeful alertness. Th e locus coeruleus, also part of the reticular forma-
tion, is inactive during sleep but is reactive when meaningful stimulation, such as hear-
ing your named called, is received. Stimulation of this structure encodes memories and 
also increases wakefulness. 

 A host of neurochemicals and hormones impact sleep. Various brain struc-
tures release neurotransmitters that, in turn, aff ect behavior. For example, cells in 

 

   Figure 11.1    Long and unpredictable workdays, coupled with the adversity and stress of combat 
deployment, make it diffi  cult for soldiers to remain vigilant at all times. (Photo courtesy of David 
Uthlaut.)   
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It is a humbling and inspiring experience to run with (and oft en be passed by) men 
and women running with prosthetic legs, or speeding along on hand-cranked bikes 
operated by those whose injuries are too severe to allow a prosthetic leg. You have all 
seen these prosthetic legs—South African Olympian Oscar Pistorius, a double ampu-
tee, competed in the 2012 London Summer Games in several running events, using his 
high-tech running blades. 

 As good as these prostheses are, the technology is coming that will allow the devel-
opment of artifi cial limbs that link directly to the central nervous system. At West 
Point we recently assisted in pioneering research with a bionic foot. Th e bionic foot—
which greatly resembles the real human foot—is equipped with sensors that detect the 
activity of nerves located in the leg just above the amputation, and feed that informa-
tion to a small wearable computer that allows the foot to behave mechanically during 
running and walking like a real foot. In our engineering psychology lab, amputees 
used this foot, shown in Figure 11.2, to walk and run on a treadmill. Based on what 
we learned in the lab, amputees were later able to use the bionic foot to run outside on 
West Point’s 400-meter track.        

 Imagine if this technology existed when General Shinseki was wounded! How 
many other soldiers with similar or even more severe wounds might have been able to 
remain on active duty? 

 Even greater advances are on the horizon. With brain machine interface, 
next-generation prosthetics will be wired directly to the brain, not just to peripheral 

 

   Figure 11.2    A bionic foot, tested in the Engineering Psychology Laboratory, Department of 
Behavioral Sciences and Leadership, US Military Academy. (Photo courtesy of the Engineering 
Psychology Lab.)   




