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Abstract
The purpose of this study was to enhance understanding of the importance of credible
leadership and the extent to which it was practiced at Program Executive Office Ground Combat
Systems (PEO GCS) and Program Executive Office Combat Support and Combat Service Support

(PEO CS&CSS).

This study used a qualitative research methodology with the data obtained from focused
group interviews. The data was provided by a focused group of eight Product Managers (PMSs) or
Product Directors (PDs) from both respective PEOs. The literature review confirmed that credible
leaders possess specific traits and skills that increase their credibility and ultimately their
leadership effectiveness. The focused interviews highlighted that all of the credible leadership
traits and skills identified in the literature are important, but that practice of certain traits and skills
lagged importance. Thus, there is an opportunity to improve the practice of several traits and skills
important to effective leadership. The study also found that the amount of PEO experience affects
perceptions of the importance of these traits and skills.

The results of the study highlighted an opportunity for the PEOs to better align the
importance and practice of the credible leadership traits and skills in the future. It is recommended
that further investigation be undertaken to determine why PEO experience influences perceptions
of the credible leadership traits and skills.

Additional information received in this study also suggests that the hiring practices within
the PEOs might be leading to cultural and morale issues that should be further investigated in a

future command climate survey.
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Chapter 1 - Introduction
“The most valuable thing any one of us has is our credibility; once credibility is gone, it
can never be recovered. Credibility, or our capacity to have other people trust what we
say, is essential to any successful acquisition professional. Trust in our credibility matters
when we interact with supervisors, subordinates, customers (military operators), the
media, Congress and industry — in other words with everyone we encounter. Once we

lose credibility with any one of these groups, we aren’t far from losing it — and our
effectiveness — with all of them.”

(Kendall, 2014, p. 2)

The key to becoming a successful acquisition professional in the Department of Defense
(DoD) is to build credibility throughout one’s career. As Mr. Frank Kendall, the Under Secretary
of Defense for Acquisition, Technology and Logistics (USD AT&L), stated in his 2014 Defense
AT&L newsletter, “....our credibility is our most valuable possession....,” but “Destroying it only
takes a moment... despite a career long effort building it” (Kendall, 2014, p. 4).

Mr. Kendall’s comments resonate within the acquisition community because the DoD is
continuously under fiscal scrutiny and oversight by the United States Congress. Over the past
decade, DoD has experienced a declining defense budget and has had to do more with less. In
2013, as a result of declining budgets and increased oversight, the Office of the USD AT&L
developed the Better Buying Power (BBP) initiative. The objective of BBP was to deliver the
needed Warfighter capabilities within the constraints of the declining budget at a better value to
the taxpayer by improving the way DoD conducts business (“Better Buying Power”, 2016).

In 2013, as part of the Better Buying Power (BBP) initiative, Mr. Kendall also issued a
memorandum that highlighted the importance of Key Leadership Positions (KLP) and the criteria
for fulfilling those positions. The memorandum mandated that all Key Leadership Positions (KLP)
for all Major Defense Acquisition Programs (MDAP) and each Major Automated Information

System (MAIS) (Acquisition Category (ACAT) I and IA) programs “... are filled by properly
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qualified members of the Armed Forces or full-time employees of the Department of Defense
(DoD). KLPs require a significant level of authority commensurate with the responsibility and
accountability for acquisition program success.” (Kendall, 2013, p. 1).

Mr. Kendall stated that “We cannot afford to add risk to our programs by placing
unqualified or unprepared personnel into KLPs.” and outlined the minimum education, experience,
and cross-functional competencies that a KLP should possess. There are several positions listed
as KLPs in Mr. Kendall’s memo, but none more critical than the Program Executive Officer (PEO)
(Kendall, 2013, p. 2).

This research paper describes the traits and skills that define credible leadership, and why
credible leaders are among the most effective leaders. It provides an understanding of the
importance placed on and the practice of credible leadership at Program Executive Office
Ground Combat Systems (PEO GCS) and Program Executive Office Combat Support and
Combat Service Support (PEO CS&CSS).

Background: PEO GCS and PEO CS&CSS

The PEOs are chartered to design, develop, test, develop and deliver portfolio based
capabilities to the Warfighter. They are in a position of leadership that can make the single biggest
impact in providing capability to the Warfighter. Their success in providing this capability is
largely dependent on their credibility as a leader. The DoD Acquisition process is challenging,
and requires credible leadership to be effective. Effective PEOs possess the traits and skills
required to be a credible leader.

PEO GCS is located in Warren, M1 and is responsible for providing world-class affordable,
relevant and sustainable ground combat equipment to Joint Warfighters. Programs include the

Abrams Main Battle Tank, the Bradley Infantry Fighting Vehicle, the Stryker Infantry Carrier, the
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Heavy Evacuation Recovery Combat Utility Lift and Evacuation System (HERCULES), the
Army’s new Armored Multi-Purpose Vehicle (AMPV), and a host of other combat vehicle
platforms. The PEO GCS mission is stated as “Modernize, sustain and transform the Army's
portfolio of premier ground combat systems”. The PEO GCS vision is stated as “A team of trusted
professionals delivering dominant ground combat systems for America’s Warfighters.” (PEO
GCS, 2017).

PEO CS&CSS is also located in Warren, MI and is “responsible for hundreds of diverse
Army systems primarily related to sustainment, spanning the range of Army transportation,
engineering, ordnance, quartermaster, and some maneuver portfolio platforms.” (PEO CS&CSS,
2017). Programs of record include all transportation ant tactical assets Heavy, Medium and Light
vehicle classes of wheeled vehicles), all of the Army’s watercraft assets, the Mine Resistant
Ambush Protected (MRAP) vehicles, expeditionary energy and sustainment systems, and several
assets within the Army’s Force Projection portfolio. The PEO CS&CSS mission is stated as “Lead
an innovative, disciplined lifecycle management team that enables America’s warfighters by
unburdening Soldiers in the field and constantly providing an improving the integrated, combat-
enabling systems they need to dominate the full spectrum of Joint and Unified Land Operations.”.
The PEO CS&CSS vision is stated as “An accomplished, professional acquisition team delivering
effective, affordable combat-enabling capabilities before the point of need.” (PEO CS&CSS,
2017).
The Importance of Credible Leadership

Leadership is not a popularity contest, but all things being equal, people work harder for
someone they like and deem credible. Followers demand credible leadership and their level of

commitment to an organization is directly related the leader’s credibility. Followers gravitate
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towards credible leaders in an organization because those leaders make positive impacts on their

follower’s lives (Kouzes & Posner, 2011).

Establishing leadership credibility is a process where leaders earn the trust and confidence
of their followers through effective actions. The process involves actions that fall in line with the
saying “Do What You Say You Will Do” (DWYSYWD). When a credible leader follows the
DWYSYWD mantra it positively influences morale, performance and often inspire s positive
organizational transformation. Organizations with credible leaders often have a higher sense of
pride, team spirit, shared values, loyalty, and commitment to the organization (Kouzes & Posner,

2011).

A credible leader earns trust and builds confidence with his or her followers. Credibility
is a prerequisite to leadership and it is what drives followers to contribute to the common vision
and mission of the organization. The credible traits and skills that leaders apply increase or
decrease their credibility with their followers, and ultimately drive followers’ commitment to the
organization. Follower commitment is important to organizational success and the underlying
reason why credible leadership is not a measured by the leader, but rather by followers (Kouzes &

Posner, 2011).

The dynamic relationship between leaders and followers has substantiated the need for
followers to believe in their leaders before they are willing to follow them. A credible leader earns
trust and confidence through the traits that he possess and uses in his daily actions. A credible
leader is honest, forward-looking, inspiring and competent. A credible leader does what he says
he is going to do at both the individual and organization level. Credible leaders make a positive

difference in the lives of their followers in the workplace (Kouzes & Posner, 2011).
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A credible leader possesses many positive traits that define his overall character and the
skills that he utilizes to drive his effective actions. The utilization of their traits and skills in actions
help credible leaders earn and retain credibility with their followers that results in effective
leadership. This is why “Credibility is the foundation for leadership” (Kouzes & Posner, 2011, p.

15).

Problem Statement

In 2017, the U.S. DoD is operating at a significantly reduced defense budget and is being
tasked to find ways to be more effective within those funding constraints. In addition, the election
of a new President and his administration will likely results in new leadership across all critical
acquisition positions of the Services within DoD. Reduced budgets and new leadership direction
will create uncertainty and present a daunting challenge to the Army PEOs. It is not uncommon
for program decisions to be delayed or postponed when new leadership is being nominated and
confirmed. Taking all of these factors into consideration, 2017 will require the PEO leadership to
execute programs flawlessly.
Purpose of this Study

The purpose of this study is to enhance understanding of the importance of credible
leadership and the extent to which it is practiced at Program Executive Office Ground Combat
Systems (PEO GCS) and Program Executive Office Combat Support and Combat Service Support

(PEO CS&CSS).

Research Question
This research study addressed three questions related to credible leadership:
e How much importance does PEO GCS and PEO CS&CSS leadership place on the

individual traits and skills that constitute credible leadership?

UNCLASSIFIED



CREDIBLE LEADERSHIP AT PEO GCS AND PEO CS&CSS 13

e To what extent does the PEO GCS and PEO CS&CSS leadership practice the traits and
skills they have identified as important?
e What actions can be taken to improve the practice of important credible leadership
skills and traits?
Conceptual Model
As shown in Figure 1, credible traits and skills define credible leadership, which leads to
leadership effectiveness. The PEO leadership is effective when they deliver capability to the
Army warfighters on cost, on time and at the expected performance levels that enable
warfighters to fight and win our nation’s wars. Despite the differences in the vision and mission
of each respective PEO organization, at the end of the day, they are measured on their ability
effectively deliver dominating capabilities to our warfighters. The alignment of credible traits
and skills within the PEO leadership can result in leadership effectiveness and will be further

evaluated in this research study.

PEO GCS

Credible Traits

Credible Leadership

\ 4

Credible Skills

Leadership
PEO CS&CSS Effectiveness

\ 4

Credible Traits

Credible Leadership

A\ 4

Credible Skills

Figure 1: Conceptual Model of Credible Leadership
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Significance of This Research

Credible leaders possess traits and skills that influence morale and inspire positive actions
that lead to organization performance (Kouzes & Posner, 2011). This study provides an
understanding of the importance and practice of credible leadership within PEO GCS and PEO
CS&CSS based on the assessment of a focused group composed of Product Managers (PM) and
Product Directors (PD) that manage programs within both respective PEOs. Their assessment will
provide the foundation for further leadership growth and training opportunities, should the

leadership deem it appropriate and necessary.

Overview of the Research Methodology

This study uses a qualitative research methodology. Qualitative data will be obtained
through focused group interviews. The data will be provided by a focused group of eight PMs or
PDs from both respective PEOs. If more time is available, the focus group could be increased with
proper approvals and allow for a better understanding of the importance and practice of credible
leadership within the respective PEOs. However, due to recent DoD policy changes in obtaining
approval for comprehensive surveys, the focused group is limited to less than nine participants.
Therefore, a focused group of eight PMs and PDs will be utilized to supplement the qualitative

research in this study.

To ensure as much diversity as possible within the limitations of eight interviewees, the
focused group is comprised of an even mix of four PMs or PDs from PEO GCS and four from
PEO CS&CSS. In addition, two of the four PMs or PDs are military officers and two are civilians.
The mix of civilians and officers provides a good baseline and variety of perspectives for better

understanding the importance and practice of credible leadership within both respective PEOs.
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This qualitative research study will define the traits and skills that define a credible leader
and will assess the importance and practice of these traits and skills within the PEOs. The
focused group interviews will be conducted in person, will be non-attributional and all

participants will remain anonymous.

Limitations of the Study

This study is limited in scope to an assessment of the traits and skills that define credible
leadership to gain an understanding of the importance and practice they have on acquisition within
the DoD. It is limited to the perspective of eight participants which does not allow of tests of
statistical significance. Despite these limitations, it will provide a good overview of the key areas

that are important, practiced and have opportunity for growth and improvement.

This study is focused on the acquisition leadership within PEO GCS and PEO CS&CSS
and makes the assumption that credibility of the PEO leadership can be viewed through the vantage
point of the PM and PD that reside within the PEOs. However, there are other direct functional
support functions within the PEO that have not been accounted for in this study, such as
Engineering, Logistics, Business Management, and Contract management to name a few. They
too have an opinion on the credibility of the leadership as well as the traits and skills that they
POSSESS.

Validity of the Research

The interview guide for this study has been reviewed and approved by the Lawrence
Technological University (LTU) Internal Review Board (IRB) and the Defense Acquisition
University (DAU) Senior Service College Fellowship (SSCF) advisory board. The final report is

approved through The TACOM LCMC OPSEC and public affairs process.
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Interview participants in the study are PMs and PDs that have worked inside both PEO
GCS and PEO CS&CSS that have a significant amount of acquisition experience and firsthand
knowledge of their leadership business acumen and the direct relationship of how their followers
perceive the leadership’s guidance and direction. All of the participants are board-selected that
validates their leadership experience and qualifications to lead their respective organizations. They
rely on their leadership for guidance, direction and decisions. They rely on their followers to
execute the mission and vision of their respective organization. Alignment of leadership guidance

and follower actions is critical to success as an acquisition leader.
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Chapter 2 — Literature Review

This chapter highlights the review of several sources of information define the traits and
skills that enable a leader to earn and retain credibility in an organization that ultimately leads to
effective leadership and a successful organization.

Introduction

A successful acquisition professional in the Department of Defense (DoD) builds and earns
credibility throughout one’s entire career. As Mr. Frank Kendall, the Under Secretary of Defense
for Acquisition, Technology and Logistics (USD AT&L), stated in his 2014 Defense AT&L
newsletter, “our credibility is our most valuable possession”, but “Destroying it only takes a
moment” despite a career long effort building it (Kendall, 2014, p. 4).

Mr. Kendall’s comments resonate within the acquisition community because the DoD is
continuously under fiscal scrutiny and oversight by the United States Congress. Over the past
decade, DoD has experienced a declining defense budget and has had to do more with less. In
2013, as a result of the declining budgets and oversight, the Office of the USD AT&L developed
the Better Buying Power (BBP) initiative. The objective of BBP was to deliver the needed
Warfighter capabilities within the constraints of the declining budget at a better value to the
taxpayer and Warfighter by improving the way that DoD conducts business (“Better Buying
Power”, 2016).

This research paper describes what traits and skills define credible leadership and why
credible leaders are effective. It also provides an understanding of the importance placed on and
the practice of credible leadership at Program Executive Office Ground Combat Systems (PEO
GCS) and Program Executive Office Combat Support and Combat Service Support (PEO

CS&CSS).
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Purpose of this Study

The purpose of this study is to enhance understanding of the importance of credible
leadership, and the extent to which it is practiced at Program Executive Office Ground Combat
Systems (PEO GCS) and Program Executive Office Combat Support and Combat Service Support

(PEO CS&CSS).

Research Question

This research study addressed three questions related to credible leadership:

e How much importance does PEO GCS and PEO CS&CSS leadership place on the

individual traits and skills that constitute credible leadership?

e To what extent does the PEO GCS and PEO CS&CSS leadership practice the traits and

skills they have identified as important?

e What actions can be taken to improve the practice of important credible leadership

skills and traits?
Credible Leadership Traits and Skills Overview

A credible leader possesses many traits that define their overall character and the skills that
they utilize to drive their actions. The utilization of their credible traits and skills in actions help
them earn and retain credibility with their followers. Ultimately, a leader’s credible traits and
skills provide the framework for leadership effectiveness.

The credibility of a leader is undeniably important, but documenting the traits and skills
that define a credible leader is a daunting task. There are a lot of reputable sources that list the
different traits and skills or characteristics that define a credible leader and how that leads to
effective organizational performance. This research study evaluated a laundry list of sources and

used thematic analysis to bin them into categories of traits and skills. Once all of the sources were
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binned into trait and skill categories, the categories that aligned with the most sources were
narrowed down as the most relevant and utilized as the top traits and skills to define credible
leadership. These sources and the definitions that they used for the traits and skills are shown
below in Tables 1 and 2.

In Table 1 below, the traits as defined by several different sources consolidated into five
different traits that define an effective leader. As one will note, the terms used by the sources are
not always exact, but based on the sources description, it aligns with the trait definition. As one

can see, a credible leader is honest, confident, a risk-taker, decisive, and adaptive.

Table 1. Credible Leadership Traits

Sources
("'small
(Kouzes & (Heitzman, (**10 traits", Business (“Effective
TRAITS Posner, 2011) 2015) (Root 111, 2016) 2012) (Roach, 2016) | (lacocca, 2007) Leadership", (Gleeson, 2016) | | - P 2015)
2016)
Caring Individual
HONEST Honest Honest.& Honesty Honest Character Integrity ReseBiGliii Values Honesty
Integrity 5 Team
Ethical
CONFIDENT Confidence Confident Conviction Confidence Fa'g;:ir;;: el Confident
RISK-TAKER Risk-Taker Creative NS Takes Risks
Team
DECISIVE (ATYE Accountability Decisive Resolute Courage Determination RERS tr.]e e Decisive
Delegate choice
Flexible & . Serve a greater
ADAPTIVE [ r—— Balanced Curiosity Empathy cause

Source: Adapted from sources listed in each column

In similar fashion, you will see in Table 2 that a credible leader possesses several skills that
enable them to earn and retain credibility within their organization. A credible leader is competent,

a planner, interpersonal, a communicator, emotionally intelligent.
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Table 2. Credible Leadership Skills

Sources

(""Small
Business
Leadership™,
2016)

(Kouzes &

SKILLS Posner, 2011)

(Heitzman,
2015)

("Effective
Leader", 2015)

(Root 111, 2016)| (10 traits™,

2012) (Roach, 2016) | (lacocca, 2007)

(Gleeson, 2016)

COMPETENT

PLANNER

INTERPERSONAL

COMMUNICATOR

EMOTIONALLY
INTELLIGENT

Source: Adapted from sources listed in each column

Credible Leadership Traits

Honest

Kouzes and Posner have been studying the leadership and the topic of credibility for a long
time. They are often cited by other sources and have developed the reputation within academia as
reputable sources. Over several years and iterations of leadership surveys, the leadership trait of
Honesty always surfaces to the top over and over again as the most important. “Honesty earns the
respect of others and fosters their confidence that leaders can be trusted to follow through on their
commitments.” (Kouzes & Posner, 2011, p. 10)

The honest trait covers several other descriptive traits within the category. Kouzes and
Posner associate truthfulness, integrity, trustworthy and character into the honest trait category
(Kouzes & Posner, 2011). Dale Roach associates a caring and ethical individual as an honest

individual. Roach states that leaders that care for their people and the mission that they represent
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are very effective. He also states that those individuals have to be ethical and have a strong moral
base. “There is nothing more defeatist than a dishonest or lying leader.” (Roach, 2016, p. 4).

Confidence

“As a leader, you have to be the confident one”. A leader who shows that they are in
control, helps build trust with their subordinates. It shows that they aren’t afraid to tackle any
challenges that come their way and that provides comfort to the organization (Heitzman, 2015, p.
2).

Brent Gleeson states that in order for a leader to be effective, they have to have faith in
their beliefs. Without the faith or confidence, you can’t expect others to consider you a leader.
Once the leader’s confidence is evident combined with effective communication skills, the
followers will become motivated and inspired to achieve exceptional performance (Gleeson,
2016).

Risk-Taker

Credible leaders bring positive change often through the execution of emerging business
trends. Usually emerging trends come with risk, but it is important for a leader to recognize that
calculated risks need to be made. Risk can lead to failure, but as a leader you can’t let it hold you
back. If you don’t find new approaches that involve risk, you might not be able to get to the desired
result. Calculated risks are much better than spontaneous risks and it is on the leader to know the
difference (“Effective Leader”, 2015).

In Lee lacocca’s book, “Where have all the leader’s gone?”, he highlighted his 9Cs of
leadership. One of his nine Cs is Creative and he states that “A leader must be willing to look at
different ways of doing things”. If you continue to do the same thing that you have always done,

you will likely always get the same result as you got before. It certainly isn’t likely to improve
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and therefore being creative as a leader is important with a changing world (lacocca & Whitney,
2007, p. 5).

Decisive

Credible leaders are often called on to make timely decisions that have great significance
for an organization. This is not to be confused with impulsive decision. These decisions are made
with critical thought where potential options are weighed, considered and vetted in a timely and
orderly fashion. It requires the leader to know when to act and to take ownership of the decisions
that they make (“10 Traits”, 2012).

A credible leader is accountable for their decisions and actions. When a leader makes a
mistake or the outcome does not produce the desired result, a credible leader owns it. They don’t
place blame on others in the organization, they accept it and take the heat. By owning the decisions
and the results the leader build credibility with his leadership, peers and followers (Root 111, 2016).

Adaptive

A credible leader is flexible and understanding. They are the ones that the followers will
come talk to when something happens in their personal life or in the office that requires assistance.
As long at the justification is reasonable, the leader’s ability to be flexible, fair and understanding
will build credibility with the followers. Adaptive leadership will inspire and motivate the
followers to perform when called upon knowing that the leadership put the follower first above all
else (Heitzman, 2015).

Showing empathy and compassion to your employees can prevent burnout and fatigue. A
credible leader puts their followers first and in return they build credibility with the followers.
Credible leaders take care of their employees even it means pushing back on a deadline or doing

the task themselves (“Small Business Leadership”, 2016).
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A credible leader is honest, displays confidence, takes calculated risks, makes timely
decisions and is adaptive to the needs of their followers. A credible leader will find an effective
balance between the traits and over time earn credibility with their leadership, peers and followers
through their actions and decisions. A credible leader uses their leadership traits to motivate and
inspire their followers to achieve the mission and vision of the organization.

Credible Leadership Skills

This research study addressed three questions related to credible leadership:

e How much importance does PEO GCS and PEO CS&CSS leadership place on the

individual traits and skills that constitute credible leadership?

e To what extent does the PEO GCS and PEO CS&CSS leadership practice the traits and

skills they have identified as important?

e What actions can be taken to improve the practice of important credible leadership

skills and traits?

Competent

A credible leader must be competent by having the capability and experience to be
effective. They have to know what they are doing, set goals that are realistic and know the required
steps in order to achieve the goals. A credible leader knows their strengths and weaknesses. They
continue to develop and work on their weaknesses. They know when to call on another resource
that might be better suited to lead or support an effort. They know their limitations and when to
make that phone call or request the support from someone in their network (Kouzes & Posner,
2011).

Credible leaders have a strong sense of themselves and know how they appear to others.

They ask for feedback on their performance and continually work at developing their skill sets.
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They know that the goals of the organization must be fulfilled and they are not afraid to take
assertive action to ensure that the organization succeeds and they get what they want (“10 Traits”,
2012).

Planner

A credible leader is a visionary and forward looking. They have a sense of direction and
know how to motivate the team towards a prosperous future. Their vision inspires and drives
action among the followers. A credible leader develops an affirmed shared values among the
organization and the followers through thoughtful planning and actions. The followers have to
believe in what they are doing and that is baselined by establishing a plan that is in line with the
values of the organization (Kouzes & Posner, 2011).

A leader’s vision must be clear and in alignment with the values of the organization. A
credible leader believes in teamwork and helps people reach their goals through strategic planning.
They take pride in the accomplishments of the organization’s vision and the success of the
individuals that they develop in the process (Gleeson, 2016).

Interpersonal

A credible leader takes the time to get to know their team on a personal level. They learn
about their followers values, build trust and learn what motivates them. The first step of the
process is to listen to your followers by walking the halls and communicating with them whenever
possible. Show that you care. A credible leader will also promote them to express their opinions
even if it is contrary to their own point of view. By being available and sharing personal
experiences with their followers, credible leaders make connections and show their appreciation

(Kouzes & Posner, 2011).
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A credible leader is inspiring and sustains hope for their followers. They uplift spirits and
provide a positive outlook for the future. They offer a can-do approach that is often needed during
uncertain times. A credible leader’s battle cry is to “Keep hope alive”. However, when times are
tough, a credible leader shares in the suffering. They accept responsibility and take charge of the
situation. They are positive and unleash passion (Kouzes & Posner, 2011, p. 155).

A credible leader has passion, provides respect and has a sense of humor. They love what
they do and are enthusiastic. Their enthusiasm is contagious and motivates followers to reach their
full potential. They treat their leadership, peers and followers with respect and earn it in return.
Their followers feel like partners involved in a similar cause, which drives performance and builds
credibility. A credible leader has a sense of humor. They are not a stand-up comedian, but they
do encourage laughter and joking around the office to boost morale and improve relationships.
Credible leaders possess the interpersonal skills that motivate people to want to work for them and
to seek to be part of their team (“Small Business Leadership, 2016).

Communicator

A credible leader communicates well. They are able to communicate their ideas in writing
and through verbal communication. They can clearly provide command intent, but refrain from
providing solutions so that their followers have the opportunity and maneuver space to find
solutions to complex problems. They are also able to adjust their message to the particular
audience to ensure effectiveness and efficiency (“Effective Leaders”, 2015).

A credible leader knows that it is important to be have open and honest communication.
They keep their followers in the loop and are willing to talk about issues on an organization and
individual level. There frequent communication allows them to ensure things are running

smoothly in the organization without having to ask for updates from the followers. They are
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willing to delegate responsibility, which communicates their trust and respect for their employees
to know when to act and when to roll things up to their attention (Heitzman, 2015).

Emotionally Intelligent

A credible leader knows that they must remain calm, regardless of the level of conflict.
Their mantra is “When you lose your temper, you lose.”. They know that self-control is something
that should be nurtured and grown. They know their priorities and have the courage to politely
tell someone no, because they know that business isn’t personal (Roach, 2016, p. 2).

A credible leader knows who their detractors are that will challenge their authority and
abilities. It is their strength of character that enables them to ignore the detractors and show
leadership strength. They know how to control their emotions and not let the detractors deter them
from achieving organizational success and leadership effectiveness (Root 11, 2016).

Finally, credible leaders are humble. They are down to earth and are very approachable.
Their followers are comfortable around the leader and not afraid to approach the leadership when
a problem arises. They know that the credible leader will not overreact to bad news and will
remain positive in finding a potential solution or path forward. They know they are not the
brightest shining star out there and recognize that the people around them are the reason for their
success (“10 Traits”, 2012).

Credible Leadership Summary

Credible leaders are honest, confident, risk-takers, decisive, and adaptive. They know how
to strike a right balance between these traits in order to drive effective performance. They are very
well respected in their organizations because of the leadership effectiveness that they bring to the
organization. Followers gravitate towards them and their organizations because they are

competent, know how to plan, are very interpersonal, communicate well and emotionally
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intelligent. Credible leaders possess traits and skills that influence morale and inspire positive

actions that lead to organizational performance.
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Chapter 3 — Research Methodology

This chapter highlights the research methodology utilized to define the traits and skills of
credible leadership and the process at which data will be collected through focused-group
interviews.

Research Perspective

This qualitative research study is focused on the acquisition leadership within PEO GCS
and PEO CS&CSS and makes the assumption that credibility of the PEO leadership can be
assessed through the vantage point of the PM and PD that reside within the PEOs. However, there
are other direct functional support functions within the PEO that have not been accounted for in
this study, such as Engineering, Logistics, Business Management, and Contract management to
name a few. They too have an opinion on the credibility of the leadership as well as the traits and
skills that they possess.

Despite this shortcoming, the success of the PEO is largely dependent on the success of the
portfolio and programs that are managed by the PMs and PDs are in charge of said programs.
However, this does not minimize the significant contributions that the functional teams provide to
the PEO and to the PMs to make that success possible. Given the limitations of only being able to
interview up to 9 participants, the decision was made to only interview a sample of PMs/PDs in
order to gain an efficient and effective understanding of the importance and practice of credible
leadership within PEO GCS and PEO CS&CSS.

Research Design
In this study, the Grounded Theory Design was utilized to capture interview data to develop

themes of information based on the experience of the interviewees. Grounded Theory design is a

UNCLASSIFIED



CREDIBLE LEADERSHIP AT PEO GCS AND PEO CS&CSS 29

systematic and qualitative procedure utilized to create general themes or views of the participants

which results in grounded theory (Creswell, 2015).

Conceptual Model

As you can see in Figure 1 below, the conceptual model highlights that the presence of
credible traits and skills define credible leadership, which eventually leads to leadership
effectiveness. The credible traits are defined as Honesty, Confidence, Risk-Taking, Decisive, and
Adaptive. The credible skills are defined as Competent, Planner, Interpersonal, Communicator,
and Emotionally Intelligent. The high alignment of credible traits and skills within the PEO

leadership can result in leadership effectiveness and will be further evaluated in this research study.

PEO GCS

Credible Traits

—>1 Credible Leadership

Credible Skills

Leadership
PEO CS&CSS Effectiveness

Credible Traits

—» Credible Leadership

Credible Skills

Figure 2: Conceptual Model of Credible Leadership

Data Collection Process

To gain an assessment of the importance and practice of the traits and skills that define
credible leadership, an interview questionnaire was created. The interview gquestionnaire consists
of three demographic questions, four open-ended questions and twenty Likert scale questions that

align to each credible trait and skill defined in the literature review. The questionnaire was
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provided to each of the eight participant in advance of a one hour face to face or phone call

interview. A total of six face to face interviews were conducted and two phone call interviews.

A face to face interview was the preferred method to ensure that confidence in the
responses through verbal and non-verbal communication. A decision was made to not record the
interviews in order to provide an environment where the participants felt comfortable providing
honest and open feedback on all responses considering that they were asked to assess their
leadership. Although face to face was the preferred method, scheduling conflicts between the
researcher and the participants required that two interviews be conducted over the phone. It was
not observed that the phone interview presented any challenges or difficulties in gaining an
accurate assessment of the participant’s responses. The researcher was very happy with the

willingness of the participation and the overall candidness of the participant’s responses.

Data Collection

Three demographic questions were asked to gain an understanding of the acquisition
experience that each participant possessed and how that related to their responses. Four open-
ended questions were asked. The first three open-ended questions were utilized to gain an
understanding of how their leadership is viewed from the vantage point of their external
stakeholders. The final open-ended question provided the participant an opportunity to provide
any additional information that they would like to provide in regards to the topic of credible
leadership. Twenty Likert scale questions were asked to gain an understanding of the importance
and practice of the traits and skills that the literature review defines as critical to credible

leadership.
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Interview Questionnaire

The interview guide for this study has been reviewed and approved by the Lawrence
Technological University (LTU) Internal Review Board (IRB) and the Defense Acquisition
University (DAU) Senior Service College Fellowship (SSCF) advisory board. The interview
questionnaire is attached as Appendix A.
Thematic Analysis

The literature review provides a framework to define credible leadership in terms of skills
and traits that a leader must possess and practice to build credibility throughout their career in
order to be effective. The thematic analysis of the participant’s responses to each of the traits and
skills provides a baseline assessment to the themes and interpretation of the importance and
practice of credible leadership within PEO GCS and PEO CS&CSS. This assessment is subjective
to the inference of the researcher, but will provide a framework of understanding of credible

leadership, which can be reviewed and acted upon in the future.
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Chapter 4 — Findings

This chapter presents the findings from the focused-group interviews on the importance
and practice of credible leadership. The findings provide insight and understanding of the
importance and practice of credible leadership within PEO GCS and PEO CS&CSS.
Demographics Responses

A total of eight PMs and PDs were interviewed for this study. Four PM/PDs from PEO
GCS and four from CS&CSS. Six of the interviews were conducted face to face, and two over the
phone. The demographic experience of the participants is summarized in Table 3:

Table 3. Demographic Experience of Participants

Participant
1 2 3 4 5 6 7 8
Years of Experience 4-6 4-6 6+ <1 <1 6+ <1 6+
at Current PEO years | years | years | year | year | years | year | years
Years of Experience 5-6 2 3 3 2 0 2 6
at other PEO(s) years | years | years | years | years | years | years | years
Total Years of 8+ 8+ | 8+ | 8+ | 8+ | 8+ | 8+ | 8+
Acquisition ears ears | years | years ears ears ears ears
Experience y y y y y Y y y

As shown, three PMs and PDs are new to their respective PEO, and five have worked
within their current PEO for at least four years. Three of the PM/PDs are new to their respective
organizations and possess less than one year of experience within their current PEO. Four of the
PM/PDs possess more than seven years of total PEO experience and four possess less than seven
years. The total years of acquisition experience of the participants exceeded eight years for all
participants. This is not surprising because a candidate requires substantial acquisition experience

to be considered for a PEO position.
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Open-Ended Responses

In question four, the participants were asked to provide an overall assessment of their
leadership’s credibility. In question five and six, the participants were asked to assess the
credibility and effectiveness of their leadership from the lens of their external stakeholders. PEO
external stakeholders include, but are not limited to, the Department of the Army (DA) staff,
Contractors, other PEOs, other PM/PDs, Army Materiel Command (AMC), Life Cycle Materiel
Commands (LCMCs) and other Services. Shown in Table 4, 5 and 6 are the paraphrased comments
that was provided by the participants. The examples were paraphrased to ensure anonymity of the
participants.

Table 4. Overall Assessment of Leadership Credibility
What is your overall assessment of your current Leadership's credibility? Do they Do what they say they will do?
Can you provide examples?
=5:5- In general, you don't get to those leadership positions without being a credible leader, so yes they
are credible. When they make commitments, they have a history of following through on meeting them.
- They are certainly competent, but credibility is highly discounted as there are a few examples where the
did not do what they said they would do.
- They are very smart and knowledgable in acquisition, but they are reluctant to delegate decision
authority, which decreases their credibility.
- Very credible. Candor, charisma and familiarity with subordinate improves morale and inspires people
Comments and | in the organization. They also get bonus points for knowing my program very well.

Feedback - Yes, they put the soldier first in everything they do. They ensure that the Followers know that the

soldier is our customer and everything we do is to support them. Their focus builds credibility.
- Yes. They do what they say they will do. I can't think of a time that they didn't.
- Yes. They do what they say they are going to do, but they do not take action to inspire their
organization.
- Yes. Theyare credible. They are very focused on tying funding to requirements. They follow through
on the actions that they say are important.

Question # 4

As shown in Table 4, participants believe that their leadership’s is credible. They follow

through on the actions they say are important and they do what they say they are going to do.
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Table 5. External Stakeholder Viewpoint of Leadership Credibility

Question#5 | Is your leadership viewed as CREDIBLE by external stakeholders? Can you provide any examples?

- In my opinion, he is viewed as the most credible PEO in all of ASA(ALT). Often call him to

benchmark his processes in handling of the civilian appraisal and personnel systems.

- Externally, no doubt. Internally, there are a few examples that don't sit well with the Followers.

- Yes, they are very transparent with issues, which builds credibility with the stakeholders.

- Yes, they do what they say they will do and the stakeholders know that.

Comments and | - Yes 100%, often called on by his peers for his opinion in senior leader meetings, which shows that they
Feedback deem him credible.

- Yes. Has a very in depth analytics underpinning.

- Yes. Very respected in the Pentagon. Looks for PM to provide accurate information to him and he has

no issue pushing it forward.

- Yes. You see it when he interacts with the user community and they are willing to make cost versus

performance requirements trades based on his credible feedback.

As shown in Table 5, the participants were asked if they believe that their leadership is
credible from the viewpoint of their external stakeholders. Typical external stakeholders for the
PEOs would include the senior leaders that reside in the Department of the Army’s functional areas
such as Acquisition, Manpower, Intelligence, Operations, Logistics, Plans, Signals, Training,
Finance, or Requirements. Each PEO has different stakeholders in each of the functional areas
and their level of interaction could vary from PEO to PEO based on where each of their products
fall within the Army acquisition lifecycle.

All eight participants believed that leadership was viewed as credible by their respective
external stakeholders. This reinforced their viewpoint from question 4 that the leadership was
credible. These two perceptions could be inter-related from the PM or PDs perspective since they
often need their leadership to engage with external stakeholders on their behalf. However, one
participant did note that followers did not see the leadership as credible based on some internal

PEO actions.
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Table 6. External Stakeholder Viewpoint of Leadership Effectiveness

Question# 6 | Is your leadership viewed as EFFECTIVE by external stakeholders? Can you provide any examples?

- Yes. Best PEO out there right now. Army senior leaders lean on him as the subject matter expert for
his portfolio and use his recommendations and feedback to make high level decisions.

- Not sure. Don't have enough experience as of yet seeing them interact with their stakeholders.

- Yes. Very well respected and deemed effective externally. However, internally, delays in decisions
have caused some to see it otherwise.

- Yes. Effectiveness leads to credibility.

- Depends on the lens that you are looking through. The users would say that the Leadership does not
care about schedule, but others see them as very effective.

- Overcoming my programs past will take time to build credibility with the external stakeholders, but
they do view the leadership as effective. Overcoming the Office of the Secretary of Defense staff
skepticism will take time.

- Yes. Our Leadership was asked by Army senior leadership to take over a program, despite it being in
sustainment because they have confidence that our Leadership would deliver as expected.

Comments and
Feedback

As shown in Table 6, seven of the participants said that their leadership was effective from
the viewpoint of the external stakeholders. One PM/PD said that they were not sure because they
didn’t have enough experience seeing them interact with those stakeholders.

Likert Scale Responses

Questions 7 through 26 are Likert scale questions, which address the credible leadership
traits (Honest, Confident, Risk-Taker, Decisive, and Adaptive) and skills (Competent, Planner,
Interpersonal, Communicator, and Emotionally Intelligent). The odd numbered questions relate
to the importance of the trait or skill, and the even number question relate to the practice of the
same trait or skill.

The results shown below are the distributions of the responses for all eight participants and
the difference in responses of those PMs/PDs with seven or more years of PEO experience versus
those with less than seven years of experience. The split was exactly four PMs/PDs with seven or
more years of PEO experience and four with less than seven years. This breakout process is being
utilized to determine if the amount of PEO experience has an influence on the responses provided

in the interview questionnaire.
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Table 7. Importance of Honest Trait
Question # 7 What Importance does your leadership place on establishing trust with you?
Very Moderately Slightly Not
Likert Scale Important | Important | Important | Important | Important | Average
®) “4) @) @ @)
All Participants (8) 3 3 2 4.13
7+ Yrs PEO Experience (4) 1 2 1 4.00
<7 Yrs PEO Experience (4) 2 1 1 4.25

Comments and
Feedback

- States that it is important, but not necessarily in their actions.
- No overt actions to go out of their way to stress the importance.
- More that you lose it, not gain it.

- As a leader, our previous reputation precedes us, so not stressed.

As shown in Table 7, six of eight participants said their Leadership believes that

establishing trust is important or very important. Establishing trust is inferred to be related to the

honest trait and a significant factor in building leadership credibility. PEO experience did not have

a significant impact in the Participant’s assessment.

Table 8. Practice of Honest Trait

According to your followers, how often does your leadership make decisions that are in

Question #8 the best interest of the organization?
Almost
Likert Scale Always Often Sometimes Seldom Never Average
®) 4) (©)] 2 @)
All Participants (8) 3 4 1 4.13
7+ Yrs PEO Experience (4) 1 2 1 3.75
<7 Yrs PEO Experience (4) 2 2 4.50

Comments and
Feedback

- One of the best civilian pay pool managers (often called for assistance).

- Viewpoint of leadership is better than most that I've seen.

- Somewhat too involved in the decision process (too much prep).

- Takes a realistic approach to the concept of commonality.

- It certainly is considered in their decisions, but not the determining criteria.

As shown in Table 8, seven of eight participants said their leadership makes decisions in

the best interest of the organization always or often one seldom. Making decisions in the best

interest of the organization is often related to integrity, which is inferred to fall underneath the
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honest trait. From a practice standpoint, the participants with less than seven years of PEO
experience rated their leadership higher than those with more than seven years of PEO experience.

Table 9. Honest Trait — Importance vs. Practice

5
4
Honest 3
Trait
1
0
Wzl%ll)tl.lrgport;nucte d{.)tzs you: L el Very Important Moderately Slightly Not
establshing frust with you. Important po Important Important Important
According to your followers, how often does your
leadership make decisions that are in the best interest of Almost Often Sometimes Seldom Never
the organization? Always

As shown in Table 9, the importance and practice of the honest trait correlated very well
within the PEOs. However, there were 2 responses that suggested that it was moderately important
to leadership and one participant said that it was seldom practiced. Given that there were only
eight participants interviewed for this study, a single response represents 12.5% of the population,
which could be a significant amount of a larger population. Therefore, the research suggests that
further analysis should be conducted on the honest trait to gain a better understanding and improve

the statistical confidence of the results.
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Table 10. Importance of Confident Trait

38

What importance does your leadership place on displaying confidence in your decisions,

Question #9 actions and strategy?
Very Moderately Slightly Not
Likert Scale Important | Important | Important | Important | Important | Average
®) 4) @) @) Q)
All Participants (8) 3 3 1 1 4.00
7+ Yrs PEO Experience (4) 3 1 3.75
<7 Yrs PEO Experience (4) 3 1 4.25

Comments and
Feedback

- Stress importance through actions and briefings.

- Leadership is good at assessing the confidence we portray in our presentation.

- Once briefed, they carry the message forward and own it (credibility increase)

- Often ignores PM/PD recommendations without explanation, which results in
a decrease in PM/PD credibility with stakeholders and followers.

As shown in Table 10, six of eight participants said their leadership thought it was

important or very important to be confident in their decisions, action and strategy. However, the

participants with less than seven years of PEO experience said was very important and those with

more than seven years of PEO experience said that it was important.

Table 11. Practice of Confident Trait

Question # 10

According to your followers, how often does your leadership make sound and logical

decisions?
Almost
Likert Scale Always Often Sometimes Seldom Never Average
®) (4) @) @) Q)
All Participants (8) 3 3 2 4.13
7+ Yrs PEO Experience (4) 2 1 1 4.25
<7 Yrs PEO Experience (4) 1 2 1 4.00

Comments and
Feedback

- They may second guess them at times, but balance the time available to make

the decision and what information is available at the time.

- The followers question personnel decisions more than programatic decisions.
- Every once in a while, they question excessively and prepare too much.

As shown in Table 11, six of eight participants said the leadership often or almost always

made sound and logical decisions. The research suggests that making sound and logical decisions
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IS a significant characteristic of the confident trait. There is little difference in the ratings of
between those with more or less than seven years of PEO experience.

Table 12. Confident Trait — Importance vs. Practice

4

Confident
Trait 1

0
What importance does your leadership place on _
displaying confidence in your decisions, actions and Very Moderately Slightly Not
Sﬁfw;ylg s 4 Important Important Important Important Important
According to your followers, how often does your At .
leadership make sound and logical decisions? Always Often Sometimes Seldom Never

As shown in Table 12, the importance and practice of the confident trait correlated very
well within the PEOs. However, there was one response that it was only slightly important to
leadership. Given a limited sample of eight participants, the research suggests that further analysis
should be conducted on the confident trait to gain a better understanding and improve the statistical
confidence of the results.

Table 13. Importance of Risk-Taker Trait

Question # 11 What importance does your leadership place on taking calculated risks?
Very Moderately Slightly Not
Likert Scale Important | Important | Important | Important | Important | Average
®) (4) @) ) @)
All Participants (8) 6 1 1 4.50
7+ Yrs PEO Experience (4) 3 1 4.75
<7 Yrs PEO Experience (4) 3 1 4.25
- Stresses the importance of documenting what the risks and impacts are, then
Colznmgtr:ts End they carry that message forward to the Army leadership.
eedbac - Unwilling to delegate decision authority or listen to recommendations.
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As shown in Table 13, six of eight participants said that their leadership viewed taking

calculated risks as very important. In contrast, one participant said that it was only slightly

important to leadership. The participants PEO experience does not seem to have much of an

impact on their assessments of the practice of the Risk-Taker trait.

Table 14. Practice of Risk-Taker Trait

Question # 12

According to your followers, how often is your leadership willing to take calculated risks?

Almost
Likert Scale Always Often Sometimes Seldom Never Average
®) 4) (©) @) Q)
All Participants (8) 1 4 2 1 3.50
7+ Yrs PEO Experience (4) 2 2 3.50
<7 Yrs PEO Experience (4) 1 2 1 3.50

Comments and
Feedback

- Army leadership is always appying pressure to do things faster and more
efficiently. Our leadership follows orders, but ensures that risks are known.

- Stresses that all risks have to be calculated and prioritized.

- Delays decisions long enough that risks become issues.

As shown in Table 14, five of eight participants said that their leadership is willing to take

calculated risks often or almost always. Although the leadership stresses it as very important, they

do not practice it as much. The participants with less than seven years of PEO experience had a

wider range of responses than those with more than seven years. Although it was not discussed in

the interview, there could be a correlation in the ratings to the amount of authority that is delegated

to those with less PEO experience versus those with more.
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Table 15. Risk Taker Trait — Importance vs. Practice
7
6
5
Risk-Tak
isk-Taker .
L]
Trait 2
1
0
‘What importance does your leadership place on taking Very Moderately Slightly Not
calculated risks? Important [mportant Important Important Important
According to your followers, how often is your Almost .
leadership willing to take calculated risks? Pl Often Sometimes |  Seldom Never

As shown in Table 15, the importance and practice of the risk-taker trait did not correlate

very well within the PEOs. Six participants said that taking calculated risks was very important to

their leadership, but only one participant said it was almost always practiced. In addition, four

participants said that leadership was willing to take calculated risks often. There were also three

responses that said it was moderately important or not important at all. Three responses represents

37.5% of the responses. Given a limited sample of eight participants, the research suggests that

further analysis should be conducted on the risk-taker trait to gain a better understanding and

improve the statistical confidence of the results.
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Table 16. Importance of Decisive Trait
Question # 13 What importance does your leadership place on making timely decisions?
Very Moderately Slightly Not
Likert Scale Important | Important | Important | Important | Important | Average
®) 4) @) @) Q)
Al Participants (8) 2 2 2 2 3.50
7+ Yrs PEO Experience (4) 1 2 1 3.00
<7 Yrs PEO Experience (4) 2 1 1 4.00

Comments and
Feedback

- PEO/PM yes, Army leadership no. Too much bureacracy.

- Stresses the importance of strategically balancing when a decisions needs to be
made vs. the timing of information availability to better inform the decision.
- Stresses importance to backwards plan from contract award dates.

- Can't use the "silver bullet" every time, so strategically engages.

As shown in Table 16, four of eight participants said that their leadership views making

timely decisions as very important or important. However, four of the participants said that their

leadership views it as moderately to slightly important. The participants with more than seven

years of PEO experience had a smaller range of importance than those with less.

Table 17. Practice of Decisive Trait

Question # 14

According to your followers, how often does your leadership make timely decisions?

Almost
Likert Scale Always Often Sometimes Seldom Never Average
Q) ) @) @) @)
All Participants (8) 4 2 1 1 3.63
7+ Yrs PEO Experience (4) 1 2 1 3.25
<7 Yrs PEO Experience (4) 3 1 4.00

Comments and
Feedback

- GCS spends more time on programmatic decisions, whereas CS&CSS spends

more time on personnel decisions (Internal Operating Budget).

- Documentation and decisions through the PEO are quick, but final

authorization usually resides with Army senior leadership.

- Leadership has stated "it's never too late to make the right decision™ and is

acceptable with hearing a decision briefing several times.

- Does not let funding and schedule drive decisions, yet PM/PD responsible for

execution of funds and delivering capability.

- Waits until comfortable making decision and always wants more information,

which is often too late.
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As shown in Table 17, four out of eight participants said that their leadership almost always
makes timely decisions. Similar to question 13 which asked about the importance of making
timely decisions, in question 14, those with less than seven years of PEO experience said that their
leadership makes more timely decisions than those with more PEO experience. Although it did
not come up in the discussion, PEO experience could play a factor in their expectation of a timely
decision. Perhaps more experience lends itself to having higher expectations.

Table 18. Decisive Trait — Importance vs. Practice

5

Decisive
Trait 1

0

‘What importance does your leadership place on making

' - Very Important Moderately Slightly Not
timely decisions? Important pe Important Important Important
According to your followers, how often does your Almost .
leadership make timely decisions? Always Sl T Sl Llistis

As shown in Table 18, the importance and practice of the decisive trait seemed to have
varying results within the PEOs. Four participants said that taking calculated risks was very
important or important to their leadership and four said it was almost always practiced. In contrast,
four participants said that the importance and practice of the decisive trait was moderately or
slightly important and practiced sometimes at best. Four participants represents 50% of the
responses. Given a limited sample of eight participants, the research suggests that further analysis

should be conducted on the decisive trait to gain a better understanding and improve the statistical

confidence of the results.
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Table 19. Importance of Adaptive Trait
Question # 15 What importance does your leadership place on being adaptable and flexible?
Very Moderately Slightly Not
Likert Scale Important | Important | Important | Important | Important Average

() 4) ©) @) )

All Participants (8) 6 2 4.50

7+ Yrs PEO Experience (4) 3 1 4.50

<7 Yrs PEO Experience (4) 3 1 4.50

- Leadership willing to challenge the status quo, when it makes sense.

- Chartered to be flexible and adaptable in navigating through statuatory and
regulatory policy.

- Stresses importance of providing and vetting out multiple courses of action to
provide leadership with options and decision maneuver space.

- Stresses importance of finding a way around the bureacracy.

- Focused too much on doing exactly what the boss asked for versus thinking
about alternative courses of action.

Comments and
Feedback

As shown in Table 19, six of eight participants said that their leadership views being
adaptable and flexible as very important. There was no difference in responses between those with
more PEO experience versus less.

Table 20. Practice of Adaptive Trait

According to your followers, how often does your leadership display adaptability?

Question # 16

Almost
Likert Scale Always Often Sometimes Seldom Never Average
(®) (4) (©) @) )
All Participants (8) 1 4 2 1 3.63
7+ Yrs PEO Experience (4) 2 1 1 3.25
<7 Yrs PEO Experience (4) 1 2 1 4.00

- Is very flexible. Willing to change a decision, if new information becomes
available and there is still time to change course.

- We don't always provide leadership with what they ask for, but always give
them something that meets their intent and that is acceptable.

- Zero flexibility.

Comments and
Feedback

As shown in Table 20, five of eight participants said that their leadership almost always or

often displays adaptability. Despite is being a very important trait, it seems that it isn’t exactly
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practice as much as it is stressed. The participants with less than seven years of PEO experience,

rated the practice higher than those with more.

Table 21. Adaptive Trait — Importance vs. Practice

7
6
5
Adapti 4
aptive .
L]
Trait 2
1
0
‘What importance does your leadership place on being Very Moderately Slightly Not
100 Important
adaptable and flexible? Important Important Important Important
According to your followers, how often does your Almost .
leadership display adaptability? Py Often Sometimes Seldom Never

As shown in Table 21, the importance and practice of the adaptive trait does not seem to
correlate well within the PEOs. Six participants said that being adaptable and flexible was very
important to their leadership, but only one participant said that it was almost always practiced.
Two of the participants said that the adaptive trait was moderately important and sometimes
practiced. The results suggest that there is a big difference in the importance and practice of the
adaptive trait within the PEOs. Given a limited sample of eight participants, the research suggests
that further analysis should be conducted on the adaptive trait to gain a better understanding and

improve the statistical confidence of the results.
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Table 22. Importance of Competent Skill

Question # 17 What importance does your leadership place on professional development?
Very Moderately Slightly Not
Likert Scale Important | Important | Important | Important | Important | Average
®) 4) @) @) Q)
All Participants (8) 6 2 4.75
7+ Yrs PEO Experience (4) 3 1 4.75
<7 Yrs PEO Experience (4) 3 1 4.75

- Has not denied anyone training that was requested and reasonable.

- Recognizes the importance and sends people to long term training often.
- Stresses importance of people first, mission second.

- Stresses black/green belt training and conducts Officer Professional
Development (OPD) sessions every month.

Comments and
Feedback

As shown in Table 22, six of eight participants said that their leadership views professional
development as very important. Professional development is inferred to have a significant impact
on the Competency of senior leaders and therefore is an important characteristic of the competent
skill. Those with more than seven years of PEO experience rated it the same as those with less
PEO experience.

Table 23. Practice of Competent Skill

. According to your followers, how often does your leadership possess the right skills that
Question # 18 . .
are required to lead the organization?
Almost
Likert Scale Always Often Sometimes Seldom Never Average
®) ) (©) @) Q)
All Participants (8) 5 2 1 4.50
7+ Yrs PEO Experience (4) 3 1 4.50
<7 Yrs PEO Experience (4) 2 2 4.50
Comments and - Generally seeking too much information and delaying decisions.
Feedback

As shown in Table 23, seven of eight participants said that their leadership almost always
or often possesses the right skills that are required to lead the organization. Leaders who have the

right skills for all of the situations they encounter is inferred to play a big part in the competent
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skill practice. The level of PEO experience doesn’t seem to play much of a factor in the viewpoint
of the leadership’s practice of their skills.

Table 24. Competence Skill — Importance vs. Practice

7
6

5

Competence .
Skill 2

1

0
‘What ir.nportance does your leadership place on Very Important Moderately Slightly Not
professional development? Important po Important Important Important
According to your followers, how often does your
leadership possess the right skills that are required to Almost Ofien ST T Seldom Never
lead the organization? Always

As shown in Table 24, the importance and practice of the competence skill correlated very
well within the PEOs. All eight participants said that professional development was very important
or important to their leadership and seven participants said that their leadership almost always or
often possessed the required skills necessary to lead the organization. In contrast, one participant
said that their leadership sometimes possessed the skills required to lead the organization. Given
that there were only eight participants interviewed for this study, a single response represents
12.5% of the population, which could be a significant amount of a larger population. Therefore,
the research suggests that further analysis should be conducted on the competence skill to gain a

better understanding and improve the statistical confidence of the results.
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Table 25. Importance of Planner Skill

48

Question # 19

What importance does your leadership place on aligning program actions with the PEO

vision and mission?

Very Moderately Slightly Not
Likert Scale Important | Important | Important | Important | Important | Average
®) “4) @) @) Q)
All Participants (8) 4 4 4.50
7+ Yrs PEO Experience (4) 2 2 4.50
<7 Yrs PEO Experience (4) 2 2 4.50

Comments and
Feedback

- Good alignment with actions to vision/mission.
- Stresses requirements trace for all programs.

- Leadership has talked about vision/mission once in two years. Not as frequent

as you would think.

- Stresses the importance of aligning our resources to the proper missions.

As shown in Table 25, eight of eight participants said that their leadership views the

alignment of programs actions with the PEO vision and mission as very important and important.

Alignment of the actions to the vision and mission infers that planning is an important credible

leadership trait. The participants with seven years or more of PEO experience responded the same

way as those with less PEO experience.

Table 26. Practice of Planner Skill

According to your followers, how often do the leadership-directed tasks align with the

Question # 20 vision and mission of the organization?
Almost
Likert Scale Always Often Sometimes Seldom Never Average
®) ) @) @) Q)
All Participants (8) 4 2 2 4.25
7+ Yrs PEO Experience (4) 2 1 1 4.25
<7 Yrs PEO Experience (4) 2 1 1 4.25

Comments and
Feedback

- Some of the leadership-directed tasks are out of their control.

- Always asking for more information that delays execution and sometimes is

not relevant to the mission.

As shown in Table 26, six of eight participants said that the leadership-directed tasks that

they receive, often or almost always align with the vision and Mission of the organization.
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Alignment of directed-tasks is inferred as being a credible planner skill. The participants with
seven years or more of PEO experience responded the same way as those with less PEO
experience.

Table 27. Planner Skill — Importance vs. Practice

5

Planner
Skill 1

0

What importance does your leadership place on aligning| :

program actions with the PEO vision and mission? ey Important Moderately Slightly et
Important Important Important Important

According to your followers, how often do the

leadership-directed tasks align with the vision and Almost Often S Seldom Taren

mission of the organization? Always

As shown in Table 27, the importance and practice of the planner skill correlated well
within the PEOs. All eight participants said that aligning program actions to the PEO vision and
mission were very important or important to their leadership and six participants said that the
leadership-directed tasks almost always or often aligned with the PEO vision and mission. In
contrast, two participants said that their leadership sometimes aligned the tasks to the vision and
mission. Given that there were only eight participants interviewed for this study, two responses
represents 25% of the population, which could be a significant amount of a larger population.
Therefore, the research suggests that further analysis should be conducted on the planner skill to

gain a better understanding and improve the statistical confidence of the results.
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Table 28. Importance of Interpersonal Skill

50

Question # 21 What importar\ce.does your Leadership place on interacting positively with the Followers
of your organization?
Very Moderately Slightly Not
Likert Scale Important | Important | Important | Important | Important | Average
®) 4) @) @) Q)
All Participants (8) 3 2 1 2 3.75
7+ Yrs PEO Experience (4) 1 1 1 1 3.50
<7 Yrs PEO Experience (4) 2 1 1 4.00
- Very approachable.
Comments and - Does not stress importance, but suspect that it is a function of available time.
Feedback - Stresses to overcommunicate to eliminate surprises and overreaction later on.
- Important but not stressed.

As shown in Table 28, five of eight participants said that their leadership views interacting
positively with Followers as very important or important. Interacting positively is inferred as being
a characteristic of interpersonal skill. The range of responses between those with seven years or
more of PEO experience and those with less is very similar.

Table 29. Practice of Interpersonal Skill
According to your Followers, how often does your Leadership interact with the

Question # 22 Followers in an approachable and open manner?
Almost
Likert Scale Always Often Sometimes Seldom Never Average
®) (4) @) @) @)
All Participants (8) 3 1 1 2 1 3.38
7+ Yrs PEO Experience (4) 1 1 1 1 3.25
<7 Yrs PEO Experience (4) 2 2 3.50

- Followers can walk into their office any time.

- When in the office, will make time, but travels a lot.

- Gets along very well with Followers.

- Open door policy means schedule an appointment on my calendar.

- Decisions usually already made and not really looking for feedback.
- Encourages it and has never once chastised lower level engagement.
- Often ignores smaller PMs and that causes morale issues.

Comments and
Feedback
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As you can see in Table 29, four of eight participants said that their leadership almost
always or often interacts with their Followers in an approachable and open manner. The range of
responses seem to vary significantly in the practice of this interpersonal skill set.

Table 30. Interpersonal Skill — Importance vs. Practice

4
3
Interpersonal °
]
Skill 1
0
‘What importance does your Leadership place on
interacting positively with the Followers of your Very Moderately Slightly Not
organizatig? Y Y Important Important Important Important Important
According to your Followers, how often does your
Leadership interact with the Followers in an Almost Often Sometimes Seldom Never
approachable and open manner? Always

As shown in Table 30, the importance and practice of the interpersonal skill correlated very
well within the PEQs, but the responses varied significantly across the participants. Of all the
traits and skills, the interpersonal skill was the one with the most variability in the responses. There
was one participant that said that their leadership never interacted with their followers in an
approachable and open manner. Given that there were only eight participants interviewed for this
study, a single response represents 12.5% of the population, which could be a significant amount
of a larger population. Therefore, the research suggests that further analysis should be conducted
on the interpersonal skill to gain a better understanding and improve the statistical confidence of

the results.
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Table 31. Importance of Communicator Skill

Question # 23 What importance does your leadership place on effective communication?
Very Moderately Slightly Not
Likert Scale Important | Important | Important | Important | Important | Average
®) (4) @) @) Q)
All Participants (8) 4 4 4.50
7+ Yrs PEO Experience (4) 2 2 4.50
<7 Yrs PEO Experience (4) 2 2 4.50
- Very important to communicate the right message.
Comments and - Stresses importance of keeping leadership in the loop to prevent surprises.
Feedback - Important but not stressed.
- Very important - almost too much emphasis.

As shown in Table 31, all eight participants said that their leadership views effective
communication as either important or very important. There was no difference in the responses of
those participants with seven or more years of PEO experience versus those with less.

Table 32. Practice of Communicator Skill

Question # 24 According to your followers, how often does your leadership communicate effectively?
Almost
Likert Scale Always Often Sometimes Seldom Never Average
®) (4) (©) @) @)
All Participants (8) 3 4 1 3.63
7+ Yrs PEO Experience (4) 1 2 1 3.25
<7 Yrs PEO Experience (4) 2 2 4.00

- Does not like to give negative feedback on the spot and that causes delays and
miscommunication as the message is delivered later on through their staff.

- Sometimes they overcommunicate (too many emails, townhalls, etc).

- When things are going well, the followers rate them well. When not going
well, they rate them bad. More a matter of the status than the leadership.

Comments and
Feedback

As shown in Table 32, only three of eight participants said that their leadership almost
always practiced effective communication. Of all the traits and skills, communication seems to

have the biggest discrepancy between what leadership views as important and what they practice.
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There was not much difference in the responses between those with seven or more years of PEO
experience and those with less.

Table 33. Communicator Skill — Importance vs. Practice

5

4

3

1

0
‘What .importance (.ioes:‘. your leadership place on Very Imoortant | Moderately Slightly Not
effective communication? Important po Important Important Important
According to your followers, how often does your Al ;
leadership communicate effectively? Always Often Sometimes Seldom Never

As shown in Table 33, the importance and practice of the communicator skill did not
correlate well within the PEOs. All eight participants said that effective communication was very
important or important to their leadership. However, only three participants said that their
leadership almost always communicated effectively. Five of the participants said that their
leadership sometimes or seldom communicated effectively. Given that there were only eight
participants interviewed for this study, five responses represents 62.5% of the population, which
is a significant amount of this population. Therefore, the research suggests that further analysis
should be conducted on the communication skill to gain a better understanding and improve the

statistical confidence of the results.
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Table 34. Importance of Emotionally Intelligent Skill

Question # 25 What importance does your Leadership place on emotional awareness and control?
Very Moderately Slightly Not
Likert Scale Important | Important | Important | Important | Important | Average
®) ) @) @) Q)
All Participants (8) 3 3 2 4.13
7+ Yrs PEO Experience (4) 1 3 4.25
<7 Yrs PEO Experience (4) 1 1 2 3.75
q - The mantra is "if you overcommunicate, I'll underreact".
Comments an - Sometimes "fires for effect” to send a message.
Feedback . . .
- If there was an issue, they would increase awareness, but not an issue.

As shown in Table 34, six of eight participants said that their leadership views emotional
awareness and control as very important or important. The participants with more than seven years
of PEO experience said that their leadership places more importance on emotional awareness and

control than those with less PEO experience.

Table 35. Practice of Emotionally Intelligent Skill

Question # 26 According to your Followers, how often does your Leadership maintain emotional

awareness and control?
Almost
Likert Scale Always Often Sometimes Seldom Never Average
®) 4) @) @) Q)
All Participants (8) 4 3 1 438

7+ Yrs PEO Experience (4) 3 1 4.75

<7 Yrs PEO Experience (4) 1 1 2 3.75
- Needs to consider audience and cut down on "locker room" talk.
- Maintains emotional control to the point that no emotion is shown (often

Co;nmg;ts :nd viewed as lacking trust in subordinates).
gedbac - Sometimes manage through fear and sometimes show emotion, displeasure and

anger.

As shown in Table 35, seven of eight participants said that their leadership almost always

or often maintains emotional awareness and control. Similar to the importance of emotional
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awareness and control, those participants with seven or more years of PEO experience said that
their leadership practiced this skill more than those with less PEO experience.

Table 36. Emotionally Intelligent Skill — Importance vs. Practice

5
4
Emotionally |
& 2
0
‘What importance does your Leadership place on Very Moderately Slightly Not
emotional awareness and control? Important Important Important Important Important
According to your Followers, how often does your
Leadership maintain emotional awareness and control? illm‘)”*t Often I Seldom Never
ways

As shown in Table 36, the importance and practice of the emotionally intelligent skill
correlated very well within the PEOs, but there was a slight variation in the responses. Six
participants said that emotional awareness and control was very important or important to their
leadership. Seven participants said that their leadership almost always or often maintained
emotional awareness or control. However, one participant said that their leadership sometimes
maintained emotional awareness and control, which could be a big deal given that there were only
eight participants interviewed for this study. A single response represents 12.5% of the population,
which could be a significant amount of a larger population. Therefore, the research suggests that
further analysis should be conducted on the interpersonal skill to gain a better understanding and

improve the statistical confidence of the results.
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Open-Ended Final Responses

In question 27, the participants were asked to provide any additional feedback that they
wanted to provide in terms of credible leadership. Listed below in Table 27 is the feedback that
they provided. Almost all of the participants answered question 27 and they were very passionate
about the topic in general.

Table 37. Credible Leadership Comments

Question # 27 | Is there anything else you would like to add in regards to the topic of credible leadership?

- If you take care of your people, the people will take care of the program and the leader.
- I've learned as much from bad leadership as | have from good leadership.
- Trustis# 1. If you haven't communicated with your leadership to the point where you have their trust
and earn credibility, shame on you because when crisis arises it is too late.
- As a leader, you have to expand your visibility upward and downward to build credibility.
- Culture is very hard to change. Despite several personnel issues within my PM, the senior leadership did
not engage with other senior leaders to expedite disciplinary action. The delay in action impacted morale
Comments and | Significantly and in turn decreased their credibility from the viewpoint of the Followers.

Eeedback - There seems to be an issue with new people being accepted. I've seen this in multiple programs. It
decreases morale and the credibility of the leadership, when not acted upon.
- There is a perception of favortism in some PEO hiring actions. One leader made a statement that all
future senior level positions would be filled through a competitive hiring process, but less than a month
later, two senior level positions were filled without competition. That reduced the leader's credibility
from the Followers perspective.
- The leadership is more than willing to share in the suffering. They certainly have the perspective that "we
are all in this together". That goes a long way in earning credibility.

As shown in Table 37, several of the participants had some additional comments on
leadership and credible leadership. One participant stated that by taking care of the people, the
people will take care of the program and the leader. They went on to say that over time, by taking
care of the people, that leader earns credibility with the followers and pays off for them in the long
run.

One participant stated that they have learned as much from bad leadership as they have
from good leadership and the end result is they now know what to do and what not to do. In turn
this has helped them further refine their leadership style and know what to potential traits and skills

to avoid that could decrease credibility with their followers.
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Once participant stated that trust is the # 1 trait and in a time of crisis, if you haven’t
developed trust with your leadership and earned their credibility, then shame on you, because it is
too late at that point. The participant stressed the importance of going out of your way to develop
the trust required, almost like you are earning points in a rewards program that can be cashed in
later for a free stay at a hotel. They said that it is essential to have those points available when
they need to be cashed in during a time of crisis and the accumulation of points was the process of
earning credibility.

One participant stated that you have to expand your visibility upward and downward in the
organization. By doing so, they said that you earn and build credibility with the leadership and
the followers. They stated that they make a point to be visible and are not afraid of visibility
turning into additional tasks from leadership, because they saw that as an opportunity rather than
a burden. They stated that when they were visible to the followers by simply walking around the
office, they learned a lot about the followers, what was important to them and often found out more
about their program as a result. Ultimately, they stated that visibility enables the opportunities to
build and earn credibility as a leader.

One participant stated that their leadership was more than willing to participate in the
suffering. They meant that in hard times, their leadership didn’t tell them to go figure it out, they
pulled up their sleeves and asked how they could help. They stayed with them during the long
hours and helped them by removing roadblocks and engaging wherever they thought they could
assist. They stated that the leadership got a lot of praise from the followers and those actions
increased their credibility from their viewpoint and the followers viewpoint.

One of the participants highlighted that there are some culture concerns at United States

Army TACOM Life Cycle Management Command (LCMC) that are understandably difficult to
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change, but the lack of leadership attention and action have adversely impacted morale and
ultimately the leadership’s credibility.

One participant stated that their followers, in two different programs at two different
timeframes, had shown an unwillingness to accept new people into their organization. In both
scenarios, both hiring actions were process with a competitive hiring process and still resulted in
resentment from a few of the followers in the organization. They stated that the new people were
challenged from day one, often had to earn their counterparts respect and building credibility with
them took time. The participant stated that despite leadership being made aware of the cultural
issues, they felt that despite the leadership knowing about culture issue, their lack of action to
address it is decreasing their credibility with the followers.

One participant stated that there is a sense of favoritism in the hiring practices within their
PEO. They stated that that one senior leader stated in a town hall meeting that all future senior
level positions would be utilize the competitive hiring process and shortly after that town hall, two
senior level positions were filled without competition. They said that their followers took
exception to this practice and it decreased their viewpoint of the leadership’s credibility.

Itis evident that the participants are passionate about credible leadership and certainly want
the best for the LCMC and PEO communities. They provided candid responses and honest open
feedback on the topic of credible leadership. They provided feedback on the importance and
practice of the credible leadership traits and skills. Despite only having eight participants, there
are several conclusions and recommendations that can be drawn from the findings, which will be

discussed in Chapter 5.
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Chapter 5 — Conclusions and Recommendations

Conclusions

General Assessment Leadership Credibility

In overwhelming fashion, the general consensus across the interview participants was that
their leadership was viewed as credible, not only internally, but externally as well. They also said
that they were viewed as effective by external stakeholders. The questionnaire did not ask the
participant to provide feedback on whether or not the followers believed that their leadership was
credible, but should be considered in any further analysis. However, given the findings from
chapter 4, there seems to be some cultural and hiring practice concerns that could infer a reduction
in leadership credibility. These issues should be explored further with a following on study or
survey of the followers. There are certainly opportunities for improvement and growth in each of
these areas as highlighted in Chapter 4, but in general the overall view is that these leaders do not
get to the position that they are in without being credible.

Credible Leadership Traits

This study shows that the amount of PEO experience does make a significant difference in
the viewpoint of the credible leadership traits and a difference in the emotionally intelligent skill.
However, when you compile the participants together with four having less than seven years of
PEO experience and four with more PEO experience, the results are still very valuable and provide
a great understanding of the importance and practice of credible leadership traits and skills.

As shown in Table 38, the participants said that the traits of honest, confident, risk-taker
and adaptive were important, but only honest and confident were practiced in similar fashion. This
leads to the conclusion that there is a strong correlation that all four of these traits do in fact lead

to credible leadership since all participants said that their leadership was credible and rated them
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an aggregate score above four. However, the drop in aggregate score in the practice of the risk-
taker and adaptive traits suggests that there are opportunities for the leadership to improve, which
would help improve their credibility with the workforce.

Table 38. Credible Leadership Traits Analysis
All Eight Participants

Traits Importance Practice
Honest 4.125 4.125

Confident 4 4,125

Risk-Taker 45 ——» 3.5

Decisive @ 3.625
Adaptive 4.5 ——» 3.625

Also noteworthy is that the credible leadership trait of decisive received the lowest

aggregate rating for importance and practice. This does not mean that decisiveness is not a trait
that leads to credible leadership, but it does suggest that within PEO GCS and PEO CS&CSS or
even DoD for that matter, might not be as important to being viewed as a credible leader.
Perhaps not enough of the decisions reside at the PEO level to make this trait of increased
importance, but the feedback from the PD/PMs seemed to suggest that it was a roadblock for
some of their programs. With that being said, decisiveness is an important trait and it is an
opportunity for improvement to build additional credibility within their respective organizations.

Credible Leadership Skills

As shown in Table 39, the participants said that the skills of competent, planner,
communicator and emotionally intelligent were important, but the skill of communicator was not
practiced in comparison to its importance. The drop in the aggregate score does suggest that

there is opportunity for improvement within the respective PEOs.
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Table 39. Credible Leadership Skills Analysis
All Eight Participants

SkI"S Importance Practice
Competent 4.75 4.5
Planner 4.5 4.25

Interpersonal @ 3.375
Communicator 4.5 ———» 3.625

Emotionally
Intelligent

4.125 4.375

The participants said that their leadership did not place as much importance or practice on
the interpersonal skill. One Participant suspects that the lower rating of importance of the
interpersonal skill could be a function that leadership is required to travel a lot and just isn’t
around the participants and followers enough to reinforce the importance. However, one
participant stated they were encouraged to over-communicate with their leadership to avoid
surprises, so perhaps it is more important than the results suggest. Another participant said the
leadership at times has ignored the smaller PMs and programs, which has led to morale issues
with followers. The general inference of the participants’ feedback confirms that interpersonal
skills are more important than the current leadership places on them or practices them. This is an
opportunity for improvement that would enable the leadership to increase its credibility with the
PMs/PDs and the Followers.

This study was successful in gaining a better understanding of the importance and
practice of credible leadership within PEO GCS and PEO CS&CSS. It has shown that the
amount of PEO experience that a PM/PD possesses does influence their assessment of their
leadership. It has shown that all of the traits and skills of credible leadership are important and

there is an opportunity for improvement in a few of them. It also suggests that further analysis
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should be conducted given the limitation in the number of participants involved in this study.
Credible leaders possess traits and skills that influence morale and inspire positive actions that
lead to effective organizational performance. There is always room for improvement and this
study has provided a blueprint for a more focused analysis in the future.
PEO Experience of Participants

The Participant responses for some of the credible leadership traits and skills suggests that
the amount of PEO experience the PM/PD possesses does make a difference in the viewpoint of
the leadership. As shown in Table 40, the cumulative score assigned to each of the credible
leadership traits by each of the two groups is highlighted see, the PMs/PDs with less than seven
years of experience view the importance and practice of the credible leadership traits higher than
those with less than seven years of experience.

Table 40. Interview Results for Credible Leadership Traits

Trait < 7 years PEO Experience 7+ Years PEO Experience
raits Importance Practice Importance Practice
Honest 4.25 4 @
Confident 4 @ 4.25
Risk-Taker 4.25 3.5 4.75 3.5
mive | (O | (O | & | G®
Adaptive 4.5 @ 4.5 @

However, in contrast, PEO experience did not lead to a significant difference in the
participant’s responses when they rated the importance and practice of the credible leadership
skills, with the exception of emotionally intelligent. As shown in Table 41, the participants with
seven or more years of PEO experience rated the skill of emotionally higher in importance and

practice.
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Table 41. Interview Results for Credible Leadership Skills

Sk " <7 years PEO Experience 7+ Years PEO Experience
Iis Importance Practice Importance Practice
Competent 4.75 4.5 4.75 4.5
Planner 4.5 4.25 4.5 4.25
Interpersonal 4 35 3.5 3.25
Communicator 4.5 4 4.5 3.25
Emotionally @ @
Intelligent

Therefore, PEO experience of the participants does influence their viewpoints of their
leadership’s traits and skills. The research suggest that when a PM/PD has less than seven years
of PEO experience, they view the credible leadership traits of their leadership higher than those
with more than seven years of experience. In contrast, the research suggests that a PM/PD with
more than seven years of PEO experience views the emotionally intelligent skill of their leadership
higher than those with less than seven years of PEO experience.

Recommendations

As shown in Table 40 and 41, the amount of PEO experience that PMs or PDs possess does
influence their viewpoint of the credible leadership traits and skills. A further study to determine
why these differences exist is recommended. This study was focused on gaining an understanding
of the importance and practice of credible leadership traits and skills within PEO GCS and PEO
CS&CSS. ltis apparent that there may be some experience biases that need to be further explored,
but were limited in this study given that number of focused-group participants that were allowed.

The PEO leadership should conduct a further analysis to gain a better understanding of the
discrepancies in the importance and practice of the risk-taking, decisiveness and adaptability traits

of its leadership in their next command climate survey. Perhaps the practice is related to the
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particular leaders and that will change as new leaders transition between positions, but it could
very well be a symptom of the processes that are in place within DoD, the PEO or the Government
in general.

The PEO leadership should conduct further analysis to gain a better understanding of the
discrepancies in the communicator and interpersonal skills in their next command climate survey.
This phenomenon could be related to being in the defense industry or the individual leadership,
but is worthy of further analysis.

The leadership should also considering adding questions to the next command survey
concerning the current hiring practices and the current culture to gain a better understanding of
how the followers feel about new people and the process at which hiring decisions are made. These

are critical topics that need to be addressed that can only improve the credibility of the leadership.
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Glossary of Acronyms and Terms

ACAT............ Acquisition Category

AMPV ............ Armored Multi-Purpose Vehicle
BBP................ Better Buying Power
DAU............... Defense Acquisition University
DoD......cccce..e. Department of Defense

DWYSYWD ..Do What You Say You Will Do

HERCULES...Heavy Evacuation Recovery Combat Utility Lift and Evacuation System

IRB....coovrrnen Internal Review Board

KLP ..o Key Leadership Position
LCMC............ Life Cycle Materiel Command

LTU. ..o Lawrence Technological University
MAIS.............. Major Automated Information System
MDAP............. Major Defense Acquisition Programs
MRAP ............ Mine Resistant Ambush Protected

PEO CS&CSSProgram Executive Office Combat Support and Combat Service Support

PEO GCS....... Program Executive Office Ground Combat Systems

PD oo Product Director
[\Y/ I Product Manager
SSCF ..o Senior Service College Fellowship

USD (AT&L).Under Secretary of Defense for Acquisition, Technology and Logistics
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Appendix A — IRB Training Certificate

Certificate of Completion

The National Institutes of Health (NIH) Cffice of Extramural Research certifies that
Chad Stocker successfully completed the NIH Web-based training course
"Protecting Human Research Participants”.

/‘d
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'

Date of completion: 10/30/2018.

Certification Number: 2225210.
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Appendix B — IRB Approval

Lawrence
\jTec

Institutional Review Board
Office of the Provost
research.ltuedu  irb{@lhuedu

December 13, 2016

Chad Stocker, MBA Candidate, DAU SSCF Global Leadership and Management
Lawrence Technological University

College of Management

cstocker@ltu.edu

Dear Mr. Stocker,

I am pleased to report that the TRB application to conduct research with human participants for your MBA
these “Understanding the Importance and Practice of Credible Leadership at Program Executive Office
Ground Combat Systems (PEO GCS) and Program Executive Office Combat Support and Combat Service
Support (PEO CS8&CSS)” has been approved under the Expedited review path for a period of one year,
December 13, 2016 — December 13, 2017.

The IRB is satisfied that the following three ethical concerns regarding the treatment of your human
participants have been addressed in your research protocol: (1) The research involves interviewing
participants who will voluntarily consent to participate in the study; (2) Participants who will voluntarily
consent to complete the survey are free to withdraw from the study at any time; (3) You do not have any
copyrighted devices in your survey and/or you are using original devices and/or devices in the public domain
and/or devices you are permitted to use via fair use for educators; (4) You have identified potential risks to
you and the participants; and {5) You have assurad that a balance exists between potential benefits of the
research to the participants and/or society and the risk assumed by the participants.

Please contact the IRB if vou require an extension to your project after one year. Please note youmust
contact the IRB if you make a change to your research protocol that impacts the ethical treatment of your
research participants. Please do not hesitate to contact the IRB if you have any questions.

Y k=

Matthew Cole, Ph.D.

Chair, Institutional Review Board (TIRB)
Lawrence Technological University
irb@ltu.edu o: 248.204.3096 f 248.204.3099

The Lawrence Tech IRE 1s crganized and cperated according to guidelines of the United States Office for Humnan Research Protections and the United States Code
of Federal Regulations and op erates under Federal Wide Assurance No. FWAQQ010997 that expires 02/23/2021

Lawrence Technological University

21000 West Ten Mile Road, Southfield, MI 48075-1058 | 248.204.4000 p \ 248.204.3727 f| ltu.edu
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Appendix C — Focused Group Interview Confidentiality Agreement

CONFIDENTTALITY AGREEMENT
Name of Signer: Chad Stocker

During the course of my activity in collecting, analvzing and/or accessing data for the project or
the datshaze “Understanding the Importance and Practice of Credible
Leadership at Program Executive Office Ground Combat Systems (PEQ GCS)

and Program Executive Office Combat Systems and Combat Service Support
{PED CSECSS)’ I will have access to information which iz confidential and zhould not be

dizclosed. I ackmowledge that the information must remain confidential and that improper
dizclosure of confidential information can be damaging to the participant

By signing this Confidentiality Agreement I acknowledge and agree that:

1. T will not disclose or discuss any confidential information with others, including friends or
farmily.

2. T will not in any way divelge, copy, release, zell, loan, alter or destroy any confidential
information except as properly avthorized.

3. T will not discuss confidential information where others can overhear the conversation I
understand that it is not acceptable to discuss confidential information even if the participant’s
name i3 not used.

4. T will not make any unauthorized transmissions, inquiries, meodification or purging of

confidential information

I agree that my oblizations under this agreement will contitme after termination of the job that I

will perform.

I understand that viclation of this agreement will have legal implications.

7. T will only access or use systems or devices I'm officially authorized to access and T will not
demonstrate the operation of function of systems or devices to unavthorized individuals.

LY

Signing this document, I acknowledge that I have read the agreement and I agree to comply with
all the terms and conditions stated above.

Type your full name: Chad Stocker

Type your email address: Chad Stockeri@dan.mil
Enter today’s date: 12/062016

IEE Policy on Electronic Siznatares

Lawrence Tech's IRB operates n a nearly paperless enviromment, which requires reliance on verifiable electrondie
sipnatures. Electronic sipnaturas are repulatad by the Uniform Electrome Transachons Act Legally, an "elactronic
signature” can be the person’s typed name thewr emal address, or any other identifying marker. An electrome sipnatura 1s
just a5 vald as a wntten mignahie as long as both parbies have agreed to conduct the transachon electronically. The
Eezearch Coordinator will verify any electrome signatures that do not origmate from a pazsword-protected source (1.8, an
email address officially on fils with Lawrence Tech).
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Appendix D — Focused Group Interview Questionnaire
Title: Understanding the Importance of Credible Leadership at Program Executive Office
Ground Combat Systems (PEO GCS) and Program Executive Office Combat Support and

Combat Service Support (PEO CS&CSS)

Purpose: The purpose of this research study is to gain an understanding of the importance of
credible leadership at Program Office Executive Ground Combat Systems (PEO GCS) and
Program Executive Office Combat Systems and Combat Support Systems (PEO CS&CSS) in

order to enhance future leadership growth and training opportunities.

Credible Leaders: Credible leaders possess traits and skills that influence morale and inspire

positive actions that lead to organizational performance.

Leadership: When answering the following questions, “leadership” refers to those individual(s)

in your chain of command that have the most significant impact on your program.

Followers: When answering the following questions, “Followers” refers to those individual(s)

that work inside your program office.

Reminder: Participating in this interview is voluntary, anonymous and non-attribution. You can
stop the interview at any point without prejudice and we can dispose of any written materials

prior to my departure.
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Interview Questions

1) How many years have you worked within your current Program Executive Office?

[ less than 1 year

[l 1-3 years

[l 4-6 years

[] 6 years or more

2) Have you worked in any other Program Executive Office? If so, what PEO(s) and roughly
how long did you work there?

3) How many years of acquisition experience do you have?

less than 1 year
1-3 years
4-6 years
6-8 years
8 years or more

0 B A

4) What is your overall assessment of your current leadership’s credibility? Do they do what they
say they will do? Do you have any examples?

5) Is your leadership viewed as credible by external stakeholders?
6) Is your leadership viewed as effective by external stakeholders?
7) What importance does your leadership place on establishing trust with your followers?

Very Important
Important

Moderately Important
Slightly Important
Not Important

O0Ooo0ooo

8) According to your followers, how often does your leadership make decisions that are in the
best interest of the organization?

Almost Always
Often
Sometimes
Seldom

Never

Oo0Oo0ooo
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9) What importance does your leadership place on exhibiting confidence in your decisions and
actions?

Very Important
Important

Moderately Important
Slightly Important
Not Important

I B B

10) According to your followers, how often does your leadership make sound and logical
decisions?

Almost Always
Often
Sometimes
Seldom

Never

OOoOggd

11) What importance does your leadership place on taking calculated risks?

Very Important
Important

Moderately Important
Slightly Important
Not Important

OOoOggd

12) According to your followers, how often is your leadership willing to take calculated risks?

Almost Always
Often
Sometimes
Seldom

Never

0

13) What importance does your leadership place on making timely decisions?

Very Important
Important

Moderately Important
Slightly Important
Not Important

0 B A
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14) According to your followers, how often does your leadership make timely decisions?

Almost Always
Often
Sometimes
Seldom

Never

O0Ooo0ooo

15) What importance does your leadership place on adapting to the situation?

Very Important
Important

Moderately Important
Slightly Important
Not Important

OOoOggd

16) According to your followers, how often does your leadership adapt to the situation?

Almost Always
Often
Sometimes
Seldom

Never

OOoOggd

17) What importance does your leadership place on professional development?

Very Important
Important

Moderately Important
Slightly Important
Not Important

0

18) According to your followers, your leadership either has or pursues the skill sets required to
lead the organization?

Almost Always
Often
Sometimes
Seldom

Never

O0Oooo
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19) What importance does your leadership place on aligning program actions with the PEO vision
and mission?

Very Important
Important

Moderately Important
Slightly Important
Not Important

I B B

20) According to your followers, how often do the leadership-directed tasks align with the vision
and mission of the organization?

Almost Always
Often
Sometimes
Seldom

Never

OOoOggd

21) What importance does your leadership place on interacting positively with the Followers of
your organization?

Very Important
Important

Moderately Important
Slightly Important
Not Important

Oo0Oo0ooo

22) According to your followers, how often does your leadership interact with the Followers in an
approachable and open manner?

Almost Always
Often
Sometimes
Seldom

Never

0

23) What importance does your leadership place on effective communication?

Very Important
Important

Moderately Important
Slightly Important
Not Important

0 B A
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24) According to your followers, how often does your leadership communicate effectively?

Almost Always
Often
Sometimes
Seldom

Never

O0Ooo0ooo

25) What importance does your leadership place on emotional awareness and control?

Very Important
Important

Moderately Important
Slightly Important
Not Important

OOoOggd

26) According to your followers, how often does your leadership maintain emotional awareness
and control?

Almost Always
Often
Sometimes
Seldom

Never

Oo0Oo0ooo

27) Is there anything else you would like to add in regards to the topic of Credible leadership?
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| E-mail Form l Print Form

TACOM OPSEC REVIEW CERTIFICATION
{OPQEC Progrm Governed by AR 530-1, Operations Security)
| am aware that there is foreign intelligence interests in publicly available infermation; | have sufficient technical expertise in the subject matter to
certify that it is appropriate to release this information to the public, because there are no operational, legal, or security reasons for withholding its
release. Information that was given a previous OPSEC Review does not require a second review, unless the original information has been changed. |
DESCRIPTION OF INFORMATION TO RECEIVE OPSEC REVIEW

Title/Description of item to be released:
IlUnder}‘.Iﬂnding the Importance and Practice of Credible Leadership at PEO GCS and PEO CS&CSS |

{STEP 1) Author/Oniginator Organization . Phone #:
|Chm.l Stocker ‘ |DAU SSCF/PEQ GCS | |586-216-89(}4 |
Are you a contractor? YES NO (@ If YES, Contract #: |
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Purpose of release:

|Public Release into the DTIC system as part of the DAU SSCF requirement. |
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Appendix F —Author Biography
Chad P. Stocker

Mr. Chad Stocker is a Senior Service College Fellow and most recently
served as the Weapon Systems Review (WSR) / Program Objective
Memorandum (POM) Staff Officer in the office of Deputy Assistant
Secretary of the Army for Plans, Programs and Resources (DASA PPR)
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***

From 2014-2016, Mr. Stocker served as the Program Officer in the
Army’s Combat Recovery Systems (CRS) program (ACAT 1C)
responsible for the development, planning and execution of the M88
heavy recovery vehicle modernization plan. From 2012-2014, he
served as the Assistant Product Manager (APM) in the Army’s $50B
Ground Combat Vehicle (GCV) program (ACAT 1D), responsible for
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