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hirty-three securi

7 rclice ctiicers and 120

satordinates/superiors in eight security police sguadrons
in Califcrnia were surveyed. Deta was ot
’rofessicnal Tilitary Tducaticn and ©xperiznce Survey znd

fersey and Blanciard's LEAD-instruments.

Conc lusicns Reacned . C
(1) Security pclice officers are effective lecaders as
measured by the LEAD-instruments,

{2) There is a significant level of agreement Letwveen
officers, sutordinatesand/or superiors on zn cificer's
tenavicr in given situations,

(3) Professional military education was nct found to

te a significant Tactor in determining the leadershiyp
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f tane officers survesed, 5.7~

(4) Txperience was not found to be a significant

Vi,

actor in determining the leadership effectiveness of the

officers surveyed.
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CHAPTER 1

The Problem

Introduction

- e

The United States Air Force (USAF) has a vital
mission in the defense of the United States of America.
This mission varies depending upon foreign policy and
the cuwrrent political administration. The Air Force is
required to maintain resources, instaellations, and peo-
ple to fulfill its missions.

In many ways the Air Force is a microcosm of our
larger society only with more structure. As an
organized society, the USAF requires special skills to
fulfill its mission. Many of these skills relate
directly to civilian occupations. Police services are
included in this category.

USAF police services -re provided by security po-
lice organizations. These organizetions have two basic
missions or goals: Training; and, Military Readiness.
Phese units provide security and law enforcement

TUA

services %o USAY installations while maintaining their

realiness and iraining missions.

o
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e Like other police organizations, each USAF secwi-

ty police pmission is carried out by people: officers

ti and enlisted personnel. Using people to accomplish
-

goals necessitates the use of leadership and management

Pt S SR

. practices. Security Police leaders are required to

TRt e

fi lead and manage subordinate personnel in the

accomplishment of the missioned assigned by the USAF.

.

K Statement of the Problem
;a The diversity of security police missions is de-~
'q signated by regulation and policies. Organizational
E: 30als are predetermined by USAF regulations particular :
&} to the security police career field. However, i
f! regulations nor policies can specify how security
E? police personnel or organizatvions will be led. i
;ﬁ Because security police .0oals are achieved through :
j. people, it can be argued that effective leadership is :
necessary to achieve predetermined organizational goals. E
Security rpolice officers are normally charged with the i
respon. i1bility of attaining and maintaining the preset ;
goals, How officers reach the goals may or may not be ;
guestioned, OSince the actual vwork is normally accou- 3

2lisned by subordinate personnel the leadership style -

of the officer vecoxzes a key issue,

R
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In a given situation the use of a particular
leadership style may or may not be conducive to goal
accomplishment. Because security police personnel are
charged with protecting millions of dollars worth of
resources and lives, security policas effectiveness in
accoreplishing assigned missions is paramount.

If subordinates fail to carry out the assigned
tasks because the officer used a leadership style
inappropriate for the situation, then both are in-
e’fective. Consequently, the officer's role in leading
sutordinates to goal attainment is also parawmount.

Officers must learn how to lead. It is assuned,
for the purposes of this paper, that officers learn to
use a particular leadership style because of factors in
their background, such as education and experience

The crux ol the problem rests on the assumption
thalt USAF security police officers need to be effective
leaders in order to carry out assigned missions which

is one reason why there are approximately 1000 security

police officers, The factors which cause security

police officers to be effective leaders need to be

eranined to deternmine how to creamte effective officers
in the future., Specifically, the purpose of this study
will explore the relationship between security police

b officer experience,vrofessional military education, and
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Leadership has been researched and analyzed fron

the perspectives of leader traits to how leaders

function in a group.1 lany civilian and military

i .
PR
’

[
- '.'

organizations have been studied and analyzed from one

.
or more of these research pePSpectives.2’3’4’5’°

However, little empirical analysis has been done

PRI R RN
LS

h .

concerning the leadership effectiveness of USAF

ko e IR
s

security police officers,

Ei Pest problems associated with military

@5 effectiveness during and since the Vietnam conflict

gf nave been studied frow perspectives sucih as the failure
&f of military officers to properly lead ig combat and/or
Eﬁ' in organizational effectiveness.7’8’9 The inability

72. to lead effectively is a critical issue in the

3:5;', nilitary, 0¢11,12

%& Because USAT security police organizations must be

able to transition from a peace time nission into a
couflict role on short notice, and to engage in combat
orerationg in the event of war or conflict, as well as
rreforining their noraal police and security duties,

effective leadersnip must be present. Elfsctive
1 4
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A1}

lecadership has veen a historical requirement of the
milir,ary.13 It is still a requirement today. However
the r easons behind leader- ship effectiveness are not
always known.14
There exists a need to both o identify and
under stand the reasons for effective or ineffective
leadersnip ability in security police officers.
Determiring what causes security police officers to be
effective leaders will allow a better understanding of
how to develop such effective leadership in security
police junior officers as well as how to eliminate
ineffectiveness. Such understanding will also provide
a plcture of the leadership styles and effectiveness of

the security police officers studied.

@ w w N e m mms e owm e m o m .-

In exploring the relationship between security
police officers leadership experience, professional
miiitary education and leadership effectiveness, the
following research questions will be aadressed:

1. Are USAF security police officers eflec-
tive leaders?

2. How mucn agreeuent 1is there vetween

officers, and their followers and
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superiors on an oificers behavior in

- a given set of leadership situations?
ﬁ ) 3. Is security police officer leader effec- .
tiveness associated with the number of b
A . . ;
o professional military education courses 1
: 3
‘ completed? -
ﬁ 4. Is USAF security police officer leader .
= effectiveness directly related to his or N
T N
" her experience? A
o The answers to these four questions should .eacd ;
L“‘ ~
}: to a better understanding of the causes of USAT secu-
‘ rity police officer leader effectiveness or in- -
-~ effectivenass, verifying or negating the effect of "
- ' {
- professional nilitary education and experience on .
o leadership effactiveness. .
o r
n"' -~
W~ -
l\. v . K
R Research Variables p
Y TSt rT T ” Ki
. d
; To answer tine research guestions, relationships y
N 13
L between specific variables will be explored. TFirst, ;
4 . o s , oo . *
. data will be gathered on two independent varizoles: (1) i
0 the ausver of professional nilitary education courses §
o coanleted; and (2) the experieance level of security :
; A
¢ . . . ' ) .
-, police officers. Then twelve leadership situations -
g will act as intervening variables from which the .
. .
.." 15
’ [
<
:
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leadership effectiveness of security police officers
(dependent variable) will ve determined. The
effectiveness determination will be made by comparing
the leadership style which the officer believes he
would use in the given situations with the perceptions
wh{ch vooth superiors and followers hav~ of that

officer's leadership style in the same situation,

Theor

2~

The theory used in this s* ‘dy is drawn frowm re-
W

~

searcn by Paul Hersey and Ken-Blanchard.19 This
theory is based on the leader understanding voth the
leadership situation and the maturity levels of his/
ner followers pricr to attempving o influence the
followers in the accomplishment ol a task16. Hersey
and Blanchard state that leaders must remain flexible
because of the aynamics involved in the followers and
the situation. Effectiveness depends upon an accurate

assessment of each and an appropriate response. The

Zocus is on whether the leader understand the maturity

level ¢of his/her followers in relation to the situation

and whether ne/sne leads them in a manner whaich will
enable them to not oaly complete the task vut also to

. A 17
complete it willingly.
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Closely related to and expounded on by Hersey and

13 is Likerwv's identification of variables

19

Blanchard
which affect organizational effectiveness. Likert's
intervening variables contain various dimensions of
leadership skills and communication, each being a key
element in Hersey and Blanchard's leadership style and
effectiveness.zo Hersey and Blancheard indicate that
leaders develop their style(s) over a period of time

21 These

frcm experience,training, and education.
factors, as they affect leadership effectiveness, are
to be explored.

Professional military education falls into tue
training and education dimensions used by Hersey and
Blanchard. These schools are the primary tools which
the USAF uses to teach officers leadership theory,
wnile at the same time allowing officers to use the
theories in contreclled leadersnip situations. Security
police officer leadership effectiveness will be

explored based on the theory that professional military

education does directly affect leadership skills.

Terms and Definitions

There are specific terms and concepts used in tne

study of leadership many of which are employed nere.
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Por clarity, specific terms and concepts used in this
study are defined as follows:
1. Leadership is the process of influencing the
activities of an individual or a group in
efforts toward goal achievement in a given

situation.22

AV}
-

Management is working with and througn indi-
viduals and groups to accomplish organiz-
ational goals.23
5. Leadership Effectiveness ic the use of a lead-
ship style that is aporopriate for a given

situation.24

- - -

patterns used by leaders when working with and

through other people, as they are perceived
25

-

oy other people.

6. Professional Military Education is military
education (in-residence or by ~-~respondence)
that is general in natu.e and which, in part,
deals with leadership roles in military life,

7. USAP Security Police Officers are those USAF

officers whose primary, full-time Air Force

duty is in the security police career Iield,

s i

—
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Suvordinates are USAT personnel responsiovle to

USA® security police officers.

Peers are defined as USAF security police
officers, eguivalent by position or rank, to
other security police officers.

Superiors are those USAF officers assigned by
regulation to be responsible for the actions
0f subordinate personnel.

Le 'ship Communication is the written,
verbal, and non-verbal communication used by a
security police officer attempting to lead
subordinate personnel.

Perceived Behavior is the perception other
people (peers, subordinates, and superiors)
have about the way a particular officer leads
subordinates.

Leader Perception is the way each secwrity
police officer perceives his/ner behavior

in situations where the leader atteampts to
use leadership skills,

Leadership Situations are those instances

in which a security police officer uses a

leadersnip style.

liaturity Levels:

1
- [
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A. Job liaturity is the ability of a fol-

gji lower to do a task;

iﬂ B. Psycnological iMeturity is the willing-

i ness or motivation to do the ;job.26

Eﬂ 16. Four Specific Leadership Styles:

i. A, A Telling Style is one in which the
leader defines what, how, and where
work 18 tp be done.

® B. A Selling Style is one in wnicn the

leader directs what is to be done but

supports the follower!s desires to do

‘ ' the task willingly.

s C. A Participating Style is one where the
e —=

W leader does not direct subordinates

but shares decision makinz witn then,

“
-

D. A Delegating Style is one in which the

a »
'

lzader provides little direction or

-" -«

X XARAA

U

suoport. He/she lets subordinates

decide how the task is to be completed

and when.27
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W Detailed asgects of this researcn are dezalt with
in subsequent chapters ol tnis stuay. First,
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leadership literature pertinent tc this study is
p B¢

(A9

reviewed in Chagter 2. In Chapter 2 the methoiolozical

plan of this study is explained in detail., Thirg,
Chapter 4 coatains an analysis of the data collected by
the method detailed in Chapter 3. Fourth, a section

dealing with conclusions and recommendations is
(%]

T presented. Fifth are the appendices and lastly is the
o

e bibliograpiy.

T Sefore dealing with the methodology and analysis,
®

ff, it is necessary to review the literature pertinent to
o this particular work.
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Introduction

Chapter 2

Literature Review

In this century many different aspects of

1 In

leadersnip have been identified and researched.
fact, more has been written about leadership than any
other single topic. The preponderance of research
agrees that leadership does not exist in a vacuum. Four
basic perequisites must be present for leadership to
exist: (1) a Leader; (2) Followers; (3) a Situation;
and, (4) a Goal to be achieved with and through people.
Researcners often disagree on exactly how these
elements interact.2’2’4'> Some researchers focus on
the leader, gome on the followers, while others focus
on the gituation., There have been attempts to fuse
these elements into an integrated concept. TFor example,
Hersey and Blanchard developed a theory which explains
tne leader's role and actions in relation to both the
followers and the situation.6

Hergey and Blanchard state that their Situational

Leadershir Theory involves an interplay between tne

10
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guidance a leader gives, the amount of socioemotional
support a leader provides, and the maturity level which
follovwers exhibit in performing a specific task.7

The use of a particular leadership style may or
«say not be conducive to leadership effectiveness
depending upon the situational factors involved.
Deternining how to evaluate the situational factors and
then how to select and apply a particular type of
leadership benavior to a particular situation is a
learned process. There are many scurces from vhich
USAF security police officers learn to lead. Two
readily stand out: (1) Professional Military Education;
and, (2) Experience in security police squadrons,

Leadersnip theory and practice are taught at
orofessional military educatioa schools. Correspond-
ence courses teach leadership theory only, while
in-residence courses teach theory and also allow
cfficers the opportunity to practice leadership on the
sports field and in the classroom. Consequently,
professional nilitary education serves as one of the
prigary methods through which the USAF teaches leader-
snip to its officers. Leadership experience is gained
during professional military educaticn; however, tais

constitutes a small percentage of security police

0fficer Lealersnip experience hecause not all

ol
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