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ABSTRACT

" This paper provides both a workable definition of, and examines those
factors which may contribute to, an ethical dilemma in organizational leader-

ship. To accomplish these purposes, it examines both individual ethical

standards and the effects of legal demands of seniors on the ethical behaviors
and standards of subordinates. The latter includes determining the ethicality
of legitimate directives which demand subordinates to choose between ethical

conduct and career survival in the accomplishment of given tasks. The premise

. is that a task that may appear to be ethical from the perspective of the leader

of an organization can, in the process of being filtered and interpreted by
individuals at various levels of that organization, become unethical in terms
of the demands placed on the individuals who eventually have to accomplish the
task. Ethical conduct may be defined as conduct which is above reproach when
judged by legal and moral standards of society. For soldiers, the society is
the Army; therefore, ethical conduct for those of us serving in the Army is
conduct which is above reproach when judged by the legal and moral standards
of the Army, standards which are frequently more stringent than those of the

rest of society.
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Chapter 1
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ETHICS FOR THE INDIVIDUAL LEADER

A great deal of attention is being paid to ethics and ethical conduct in

v e
A0

o A
JU R

the Army today. This interest is not being shown just in isolated units or

in isolated geographic areas; it is being shown by everyone from the Chief
of Staff of the Army to the privates serving in the most remote areas. For
all the attention the subject of ethics is receiving, few guides to ethical
conduct have emerged outside of the service school environment. Perhaps the
greatest reasons for this absence of specific guides are the..unmet
requirements for an accurate definition of ethical conduct and the absence
of a useable measure for what constitutes an ethical problem. The purposes
of this paper are to both provide a workable definition and to examine those
factors which may contribute to an ethical dilemma in organizational
leadership. To accomplish these purposes, it is necessary to examine both
individual ethical standards and the effects of legal demands of seniors on
the ethical behaviors and standards of subordinates. The latter includes
determining the ethicality of legitimate directives which demand
subordinates to choose between ethical conduct and career survival in the
accomplishment of given tasks. The premise is that a task that may appear
to be ethical from the perspective of the leader of an organization can, in
the process of being filtered and interpreted by individuals at .various
levels of that organization, become unethical in terms of the demands placed
on the individuals who eventually have to accomplish the task.

Ethical conduct may be defined as conduct which is above reproach when
Judged by legal and moral standards of society. For soldiers, the society

is the Army; therefore, ethical conduct for those of us serving in the Army

1
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is conduct which is above reproach when judged by the legal and moral
standards of the Army, standards which are frequently more stringent than
those of the rest of society. Most of thes; legal and moral standards are
found in the Uniform Code of Military Justice, Army pggulations, and other
implementing instructions. This makes the determination of ethical conduct
appear to be a simple matter in an academic environment, but frequently the
realities of the work environment seriously complicate those ethical
determinations.

A colonel was asked how he defined ethical conduct for himself. He
responded, "I don't lie, cheat, steal, or tolerate people who do."™ That
sounded rather clear-cut and easy to practice. .That statement of personal
ethies has long been the basis for various honor codes. It has been often
repeated but seldom investigated. In an attempt to analyze the personal
application of that personal statement of ethical conduct, the colonel was
asked the following questions:

- Have you ever told your secretary that you (or your boss) were
out when someone asked to talk with you (or your boss) on the telephone?

- Have you ever taken advantage of a loop-hole in a regulation or
your position in the military to get a job accomplished more quickly or to
receive services (such as payment of travel vouchers) more quickly than

those junior to you?

- ' Have you ever used government resources for other than their

exact intended purpose without autporization (using 1left-over building T

\

materials to improve a dayroom, for instance)? =

o

-~ Do you still consider your behavior ethical when measured against

a
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your own standards?
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The Colonel admitted that he had responded, on occasion, inaccurately on
the phone, that he did expect to receive prompt and preferential treatment
based on his rank and position, and th&t he had diverted government
resources to complete projects he considered to bg important for the
well-being of the members of his unit. He also said that he still
considered himself to be an ethical man, but that perhaps his personal
standard could use a little more definition.

The determination of what behavior is ethical and what is not may not be
as simple as it appears to be at first glance, even when measured égainst
our own standards., As the Colonel did, most of us view ourselves as being
ethical in all, or nearly all, that we do. When it is suggested that some
action of ours is not ethical, we are 1likely to take offense at the
statement and respond in defense of the ethical image we hold of ourselves.
That image, however, is based on our perception of our actions; others may
have different perceptions. As leaders in the Armed Forces, it is our
responsibilitiy to insure that our personal behaviors are perceived by
everyone to be above reproach. That task is very difficult. Even more
difficult is the task of every leader to insure that, in our attempts to
achieve excellepce in our own performance and in the performance of our
organizations, we do not create situations or environments in which
subordinates are placed in a position where they must compromisé their
ethical standards in order to survive in the organization.

Every behavior has an ethical continuum against which it can be
measured. At one end of that continuum is an absoclute ethic based on law or
religious dogma. At the other end is the extemporaneous ethic which says,

in effect, that if it feels good, do it.
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SITUATIONAL

|r 0|
I |

ABSOLUTE EXTEMPORANEOUS

Figure 1. Ethical Continuum

Everything between those two poles is the situation ethie. It is in the
interpretation of the situational ethic that we often encounter problems.
When that Colonel mentioned in earlier paragraphs was asked to define
his concept of ethical behavior; he stated that in all that he did, he never
lied, cheated or stole. Thét statement indicated that his professed values
for truthfulness and honesty were located at or very close to the absolute
pole of the ethical continuum. When the Colonel stated that he did not
tolerate people who 1lied, cheated, o; stole he established an absolute
standard of ethical behavior for his subordinates, and the standard against
which he meagaféd his conduct and the conduct of his subordinates and his
seniors. What this officer professeg and what he demonstrated, however,

Al

were two different things.




Because he was an honest man, ghe officer admitted that, from time to
time, he did "bend the truth a bit," but never for personal gain or to save
himself from the displeasure of his seniors. It was always done for a
"higher good." When things went wrong, he took responsibility; when things
went right, he shared the credit. 1In spite of his caveat, however, the fact
remains that in the area of the demonstrated behavior of telling the truth,
this officer professed and demanded behavior at the absolute pole and

demonstrated behavior in the situational portion of the continuum.

ABSOLUTE SITUA;{?NAL EXTEMPORANEOQOUS
s “\l
m

i f |

DEMANDED DEMONSTRATED
BEHAYIOR BEHAVIOR
(Absolute Truth) ("bend the truth a bit")

"‘-
dnlafint et

e e
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Figure 2. Demanded vs. Demonstrated Behavior
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The conseque.ce of this variance in what was demanded and what was
demonstrated in terms of truth probably was the establishment in his unit of
a standard for telling the truth which fell somewhere between the absolute
and the extemporaneous poles, well within the area we have .labeled
"situational." Lacking exact command definition of what constituted truth
and observing what constituted the Colonel's "demonstrated truth," some
members of the organization could be expected to arrive at a consensus in ]

the determination of what consitituted acceptable behavior for telling the

W Tag s N
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truth. This is shown in figure 3 as the belt of acceptability for the unit
members. Some organizational members might not be able to arrive at a

consensus, creating a situation which results in ethical confusion. o

ABSOLUTE SITUATIONAL EXTEMPORANEOUS

Belt of Acceptability

Figure 3. Limits of Acceptable Behavior

Anyone who told the truth in important matters and who never 1lied for o

personal gain would be looked upon by their peers as being ethical in terms

of truthfulness. Anyone who told the truth all the time would probably be

considered a zealot; anyone who lied to make himself look good or to avoid

punishment would be viewed as being unethical.

As long as everyone in the organization, including the leader, knew and
i" understands what the standards of beQavior for everyone really were, there
could be no problem as long as behaviors conformed t6 those standards.

o Consider, however, what can happen when individuals demonstrate behaviors

......................................
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that fall outside that area considered to be acceptable. The individual who
never told a lie would be looked upon with suspicion by the rest of the
organization and never fully accepted into the group. He, in turn, would

consider the rest of the organization to be composed of unethical liars and

would probably seek ways to avoid.the group. This avoidance ahd rejection
in the group always results in conflict and stress in the organization.
Similarly, an individual who has lied for personal gain or to avoid
punishment would be rejected by the group because he would be viewed as
being a liar. He, in turn, would look upon members of the group as ;éalots
and seek ways to avoid them. Again, the organization would be subjected to
the conflict and stress which nearly always reduces the effectiveness of the
organization,

Another possibility for conflict in the unit can arise when we do not
really examine the parameters of our ethical values. Using the same example
of the Colonel, we can examine an instance where his inaccurate perception
of his own values and demonstrated behaviors could cause problems for
members of his organization.

Suppose a subordinate has been tasked to prepare a report for this
officer by noon. At 11:55 he has still not finished it but he expects to
have it done very soon. The First Sergeant comes into the junior officer's
office and says that the Colonel wants to know where the report is. The
junior officer, in a rush to complete the project, says, "Tell the Colonel
I'm on the way over with it now." Two minutes later the Colonel enters the

office and finds the officer completing the final paragraph of the report.

-------------------------------------------------------------------------------
...............................
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Is there a chance that the Colonel Qill voice his displeasure? If he does,
will he be taking the subordinate to task for "bending the truth a bit,"
something that the Colonel admits to doiné himself? If the Colonel does
take the subordinate to task, is the Colonel being etpical in light of his
own actions in similar circumstances, or is he just being hypocritical?
Setting ethical standards for an organization or unit is a demanding

task for all leaders. Standards which fall on the absolute pole of the

continuum are ideal in terms of absolute honesty and integrity; ;5
unfortunately they are also nearly impossible to attain. The establ{shment
of unobtainable standards and the enforcement of punishments for
non-attainment of these standards guarantee c§nflict and stress in the
unit. While we need an absolute or objective ethic against which to measure

our behavior, we also need to recognize and verbalize the fact that people ﬁp

are not perfect and, because they are not, do make mistakes or fall short of éi
perfection. While standards of ethical conduct for the professional leader {_
stem from various sources, and in many cases are adequate to guide and -i*
govern behavior, other situations arise in which the leader must be ;i

responsib;e for the interpretation or translation of standards and values
into making actual choices. These situations arise in cases not covered by
specific standards and in cases where two values are in conflict, such as ‘W
loyalty to a fellow soldier and personal integrity to report that soldier's ’ s

misdeeds. - These situations call for a leader to possess the ability to

exercise mature and rational thinking, to arrive at a proper decision and to

take necessary action. There are also situations in which an absolute R
ethical rule needs to be violated for a higher good or in order to adhere to jﬁ
N
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-
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B
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a second absolute rule. Is it unethical, for instance, to tell a lie to a
man threatening suicide in order to save his 1life? Kant and other
philosophers who espouse his views would -say that no end Jjustifies the
action, which in this case is the lie to save the life. In the leadership

environment in which we live, it may make more sense to adapt a philosophy

which permits the use of a situational ethic when ethical rules seemingly

come into conflict.

E: The acceptance of the situational ethic does pose a problem in how one

i prioritizes obligations and ethical behaviors. Is it always right to.iie to

‘ save a life? 1Is it sometimes acceptable? What criteria does one apply to

*. make that determination? Perhaps the answer to these questions is not to
attempt to prioritize ethical behaviors but to be accepting of the decisions

- of prioritization, made by others as well as ourselves. We must also accept

the concept that organizational values generate formal and informal

standards which in turn generate specific leader obligations.2 Leaders
need to model behaviors as close to the absolute ethical pole as possible,
demand similar ethical behavior from subordinates, and be willing to view ;3
well-intentioned deviation from standards attainment in a situational
context and accept the behaviors as a teaching and learning vehicle for o
subdrdinates. ;\

All leaders must also be willing to accept behaviors which fali at the {J
absolute pole of the ethical continuum, even if that acceptance requires
that we must re-evaluate our own ethical values. In a speech to West Point

Plebes in November 1983, LTG Carl Vuono used the following story to
illustrate both the need for a well-defined personal ethical stance and the

result of such a stance: o
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I recall the story of one young lieutenant who was assigned the rather
tedious duty of inspecting expended rounds on a rifle range to insure
that the primers had all been detonated before the expended brass was to
be picked up and turned in. His company commander told him just to sign
the certificate and get in the jeep because he was in a hurry to get
back to the billets. The lieutenant informed the commander that he
could not sign the certification without completing his inspection, and
so his captain drove off, leaving him to do his work. For his troubles,
the lieutenant got to walk back five miles to the company area, but he
was never again asked to do anything dishonest by that commander, who
later recommended that lieutenant to succeed him in command.

We must be ready to accept subordinates who tell us that they believe we
are asking them to do something which violates their personal ethical code,
and we must be equally willing to accept and pass on reports which cause us,
or our units, to be looked upon less favorably than we would like. This
involves a degree of risk-taking in that we must trust our seniors to accept
less than perfect results without damaging our careers. While we expect
this to happen in our dealings with our seniors, we must also be sensitive
to the same needs and concerns in dealing with our subordinates. When
honesty and trust characterize the chain of command, unit effectiveness
usually improves.

In the area of ethical behavior there is no such thing as "zero
defects." Problems of unethical behavior do not occur in units where
ethical behavior is clearly defined, understood, and demonstrated. Problems
only occur when unit members are not sure of what constitutes ethical
behavior, when commanders are unrealistic in their perception of what
behaviors they model and therefore demand or condone in others, or where

ethical values of people at different\levels in the organization differ and

no command intervention is made to .establish a similar standard for

everyone, It is important to remember that when a standard is established
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by the leader {(don't lie), the lea&er must model that behavior absolutely.
"Military professionals at mid-career and those approaching flag rank teach
professional ethics by the example they .provide and the policies they
promulgate."3 A leader who "bends the truth a bit"“in personal dealings
while demanding absolute truth in subordinates sets the organizétion up for
conflict, stress, and ultimately for inadequate performance.

Frequently leaders do not seem to understand that personal behaviors and
the application of personal ethical codes are subject to the scrutiny of
seniors, subordinates, and peers, not Jjust during normal duty hour;, but
twenty-four hours a day. We often hear such comments as, "What I do on my
time is my business," "They can tell me what to do on the job, but they
can't dictate to me when I leave," and other expressions stating or implying
that our behaviors are in need of being ethical only when we are on the
job. Generally these statements are rationalizations for behaviors that
fall short of being within the ethical belt of acceptability.

Several months ago, in a discussion of the statements in the previous
paragraph among several senior officers, a comment was made that while there
tended to be an attitude among a small segment of the Officer Corps
supporting the peed for accountabilify for on-duty behavior only, it really
was not yet a problem. Perhaps that is what we would like to think, but
there is considerable evidence to support a different argument. As'of this
writing, there are more than forty officers in confinement at the United
States Diseciplinary Barracks at Fort Leavenworth, Kansas.u The offenses
for which these leaders were convicted and incarcerated include illegal drug

abuse and sales, forgery (bad checks), sexual acts with children, falsifying
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travel vouchers, homosexual activit&, and murder; most of which took place
at times other than during normal duty hours.

Ethical problems and responsibilities .are not confined to the lower
leadership levels:. An examination of the circumstancgg surrounding reliefs
from battalion and brigade command over the past five years indicates that
alcohol abuse, sexual promiscuity, or fraternization were the 1leading
causes, Again, these behaviors usually took place after duty hours. It is
difficult to ascertain the reasons for all early retirements, dismissal from
Army service, or resignation in lieu of courts martial. In one corpﬁ'alone
during 1980 there were 212 offenses investigated involving 133 officers
serving in all grades between WOI and Lieutenaﬁt Colonel.5 The statisties
suggest that we do, in fact, have a problem with unethical personal behavior
on the part of officers in all grades, in spite of the attention that has

been placed on improving the awareness of ethical conduct and

responsibilities.

ORGANIZATIONAL ETHICS

In the preceding pages ethics have been examined from the point of view

of individual behaviors or personal conduct. The concept of integrity is
one which focuses on personal conduct and the ethical values which influence

individual behavior. What has not been examined is the concept of an

organizational ethic.

R

. -]

Organizations or units are artifipial creations developed to coordinate Y
‘

the efforts of individuals brought together to accomplish specific tasks or

to provide specific services. Organizations'are conceptual in nature and
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have no substance by themselves. They cannot be seen, tasted, felt or
identified in any other way until people and equipment are added to give
substance to the organizational concept. Because organizations are
inanimate concepts, they do not come with values or ethics. Organizational

!

values and ethiecs come into being when people are brought into the

organizational concept.
The ethies of an organization are really the ethies of the individuals
who have been brought together to give an organization substance. The

leader's role in the establishment of organizational ethies is to identify

absolute situational extemporaneous

A

= |

Acceptable group behavior

Figure 4. Limits of Acceptable Group Behavior.

and establish the parameters for the belt of acceptability for the behaviors
of the individuals in the organization acting in concert, as a group. It is
the ‘leader who must clearly establish what group behaviors are acceptable
just as it is the responsibility of the leader to establish what in&ividual
behaviors are acceptable in the organization. Individual behaviors must
conform to societal and organizational norms; organizational ethics nust

conform to societal norms.
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Society

____1r’ 3 E‘!

B/A, individual "in the organization

Organi-

zation E

0

B/A, organization in the society

N

A - Absolute Ethic

E - Extemporaneous Ethic

S - Situational Ethic

B/A - Belt of acceptable behavior

Figure 5. Relationship of individual and

organization ethics in society,
When an individual interacts with society as a part of an organization,
the organization generally assumes responsibility, at least in part, for the
conduct of that individual. A football player who commits an infraction of

the rules is not normally penalized as an individual; rather, the entire

team is penalized. So it is with individual conduet in a corporate

context. Society generally holds the organization fesponsible for
individual breaches in ethical conduct and imposes sanctions on the
organization., The organization then .imposes sanctions on the individual. . ,?
In cases where individual behavior is very close to the eitemporaneous pole,
society ma§ choose to exercise sanctions directly against the individual, as
in instances when players are ejecﬁea from a game. Socjety has generally - 1
opted to allow the military to exercisé its own justice system in dealing

with individual behavior exhibited in an organizational context which does
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not conform to societal norms. The court-martial actions following
disclosure of the May Lai incidents are examples of this.

The leader of an organization is responsible for three different but
highly interacting, interdependent aspects of ethical behavior: (1) personal
behavior, (2) organizational behavior in the societal contexi, and (3)

organizational behaviors in the organizational context. All three aspects

:. organizational organizational
E’ conduct in the conduct in
: organization society

individual

behavior or

Figure 6. Ethical responsibilities for organizational leaders
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of ethical behavior are important, but one aspect may assume priority or

greater importance over another based on the level of the organization in

which the individual performs the leadership function and the environment in
which the organization is functioning. A platoon ;gader, for instance,
would be less concerned with the ethical conduct of his organization in a
- societal context than would be the Chief of Staff of the Army. The platoon
leader would probably be more concerned with setting a personal ethical
example and maintaining a work environment which fostered the ethical
behavior of subordinates. That would alsc be the focus of commandéfs and
other leaders at higher echelons in the Army as long as the leader and his
organization continued to function completely wit.hin the military community.

The ethical conduct of an organization in a societal context becomes
important to the leader of the military organization that first comes into
contact with society. In order to insure the most effective functioning of
an organization, a post commander, recruiting station commander, and others
who operate in relative indepe.ndence from higher headquarters have a real
need to be concerned with the ethical conduct of their organizations in
society. A person who feels that he has been exploited or taken advantage

of by another will find some way to retaliate. So it is with communities

that feel exploited by military organizations. Unethical behaviors, both by
individuals and the organization, will insure that much of a leader's time

will be spent attending to those behaviors and will not be spent on leading

the organization. A recruiting s‘tat\ion that sets up a recruiting booth

outside a high school campus without coordination with the school and the

community leaders will predictably experiénce serious problems with ;:Elj
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recruiting in that community. Similarly, a post commander who conducts an
off-post maneuver or an on-post exercise that impacts on the civilian
community without prior coordination with tr.xat community can expect serious
problems in community relatinships. Leaders of these semi-independent
organizations must operate in concert with society if they ever are to have
the opportunity of becoming high-performance systems.

Standards for ethical conduct in each of the three areas of ethical
concern do not vary. Behaviors are still measured against an absolute ethic
for any given behavior. If it is wrong to lie for personal benefit;‘it is
just as wrong to lie for the boss or for a subordinate. The situation
becomes less clear when we try to determine the ethicality of the behavior
of an officer who works so hard for his unit that he completely neglects his
family. If there is an ethical problem in that situation, is the problem
with the individual choice of the oficer, is it with the officer's senior
who permits or encourages the behavior, is the problem to be found in the
institutionalized organizational value that demands total dedication to the
job as a criterion for the labels of "outstanding" or is the problem to be
shared among all three?

There appears to be no easy answer to these and other ethical
questions. The leader in today's Army is constantly required to make
decisions based on the best information available to him at the timé. Most
of these decisions will have ethical implications for himself, the members
of his organization, and the organization as a whole. In nearly all
instances, decisions can be made that can be measured for ethicality against

a single absolute ethiec. It is only rarely that two or more absolute
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ethical rules seem to be in cont‘lict-:. In any event, ethical decision-making
should be based upon an analysis of facts and reasons which lead to a
conclusion and a decision. When we make a. decision and then support that
decision with selected facts and reasons, the process %s not one of ethical
decision-making but rather it is one of rationalization.

Perhaps an effective means for illustrating this point is the process
through which we select a new car. One way to make the decision to purchase
that car is to determine the reasons or facts which support the purchase cf
a new car and compare them to those reasons or facts which suppof't the
retention of the old one. Once all the facts are available and comparisons
are made, a logical, reasoned decision can be made. Another way to make the
purchase decision is to see the car, decide to make the purchase, and then
gather all the facts that support that decision. That is not a logical,
reasoned decision but a rationalization for an emotional response to the new

car. The same choices are available to us in making ethical decisions in

and for our organization.
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Cﬁapter 2
ETHICS IN THE ORGANIZATION

A basic asgumption among members of a high performance team or system is
that all members of the team all on the same side, working towards a common
goal. There can be no "we" and "them" in the problem-solving process. High
performance teams can tolerate and even take pride in the motivations and
actions of an eccentric member of the team. Leaders of high performance
teams guide and direct their organizations by coaching and personal
example. Members of the team work together in the organization and réceive
their major motivation to continue in the team from a sense of contribution
to meeting organizational goals, the comeraderie generated among the team
members, and a recognition of their own strong positive self-worth
reinforced by members of the team, its leader, and the organization.

If it were possible to disect a high-performance team to discover the
secrets of its functioning, the formal and informal communications networks
in the team could be compared to any other structured communications
network, be it the nervous system of man or a complex telephonic or computer
system. For actions to take place, demands must be made on members of the
team. Expectations and guidance from the leader must be clear, complete,
and understood by members of team. In behavioristic terms, these leader
imputs are the stimulii that cause actions to take place in the team. Clear
and complete guidance or inputs from the leader contribute heavily to the
probability that team actions will conform to the expectations of the leader.

Communications systems are two-way. For the team to act or perform in

such a way as to meet the expectations of the leader, the demands of the
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leader must be clear and complete. A filtration or editing of the demand
could result in input distortion which would effect the team product.
Similarly, team feedback to the leader must be clear and c;anplete if the
leader is expected to make appropriate adjustments to the demands and insure
a team product that meets organizational requirements. Again, filtration or
editing of team feedback can result in distortion that influences leader

demand adjustment. Figure 7 illustrates this process.

7~
\ORGANIZATION

\
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1
|
“H v
l’7 N, Team Leader
\
! -
! |
| .
{

.. I Team

¢é———— demands
¢ - ~-- feedback
€ - —-— adjustments

Figure 7. Communications process.

If the communicatims process shqwn in figure 7 1s interrupted or
distorted, greater feedback and adjustment requirements are generated in
order to produee‘ the expected team products. Any number of things can
induce this distortion or interruption, Leader and team interpretation or
organizatiomal demands, team-member fear of giving negative but accurate
feedback, amd organization and leader-generated umecessa‘ry ad justments are

all examples of causal factors for distortion or interruption 1in the

- 20
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communications process. There are. many more. Regardless of the causal
factor, the end result is nearly always the same: the team ceases to be a
high-performance system and team efficiency énd productivity are threatened.

Organizational goals are seldom ethical or ugethical when viewed
separately. Ethical consideration generally enter the equasion when
organizational goals are translated into demands transmitted to subordinate
leaders, teams, and individuals. Of course there are exceptions to this.
t; One might justly question the ethicality/morality of an organizational or
national goal of genocide for an ethnic group. It is possible, theﬁefore,
for an ethical dilemma to originate with the identification of an
organizational goal,

Perhaps the greatest ethical concerns in organizational leadership are

in the communication of ethical goals and in generating demands for

accomplishing those goals that do not cause subordinates to violate personal
ethical codes or demand behaviors which fall outside of the organizational
belt of acceptability. To facilitate the accomplishment of organizational
goals in an ethical context, these six leader actions are necessary:
1. Make an analysis of_the situation or of the task to be accomplished.
2. Decide on a definite course of action.

3. Give clear guidance and instructions to subordinates.

4. Provide adequate resources to accomplish the task.
5. Be receptive to feedback.

6. Check progress and results for conformity to guidance.

S
-]
-
L
1

If each of these actions is accomplished, subordinates are not likely to

s

P

be confronted by an ethical dilemma in the process of accomplishing an
organizational goal.
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Perhaps a case study would be uéeful to illustrate the importance of the
leader actions listed above.

Several years ago an armored division uaé activated using tanks that had
spent an extended- period in outside storage. These afmored vehicles had a
lot of leaking seals and their wiring harnesses were crumbling. Because the
division was required to support tests of new warfare concepts and
equipment, there was considerable pressure brought to bear upon the tank
battalions to maintain high equipment availability rates. As a result of
heavy mission requirements, units of the division spent a lot of time in the
field. Every time a battalion went to the field it would experience one or
more tank engine compartment fires of varying degrees of severity caused by
the shorting of electrical components.

After several months of viewing a steady stream of vehicle fire reports,
the commanding general issued a message to all units in the division that he
would not tolerate any further tank fires. The following week a battalion
went to the field and prompt1§ experienced three engine compartent fires,
all in the same company and all within a matter of minutes of each other.
The company commander (a much-decorated, combat-experienced officer) quickly
reported the fires, made temporary repairs on the vehicles and continued
with his mission. When the reports éf the fires reached the commanding
general, the battélion and brigade commanders had to argue strongly to keep
the company commander from being relieved. In any event, a letter of
reprimand from the general was given Eo the company commander and was made a

A)

part of his permanent record.
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As would be expected, the efrecﬁ of the general's reaction to the fires
had a profound impact. Unit commanders did not feel free to.report vehicles
with poor wiring harnesses as being inoperasle and no parts were available
to make repairs. Repairs in this instance consisted of rewiring the entire
engine compartment, a task far too complex to be accomplished in a battalion
motor pool. No more engine compartment fires were reported, however.
Instead, units reported massive shorts and very rapid oxidations in engine
compartment electrical components. Fires did not stop; only fire reporting
stopped.1

The ethical implications of this case are many, and the impact of this
incident on the attitudes of the soldiers who served in that division during
that period is still being felt. Some began to believe that it was smart to
"bend the truth a bit" to prevent early termination of their careers.
Others formed or reinforced a negative opinion of the Army and left at the
first opportunity. Others remained in the Army and fought to develop
professional ethical stanndards. The commanding general eventually retired.

The tank fires case brings into focus the need for the use of the six
leader actions in goal-setting if subordinates are to be spared the ethical
confliet that is generated by the requirement to choose between career and
the maintenance of high ethical standards. If the incident recounted above
could be relived in a scenario in which the commanding general folléwed the
actions listed earlier, perhaps the outcome would be different.

MAKE AN ANALYSIS OF THE SITUATION OR OF THE TASK TO BE ACCOMPLISHED.
When any 1leader receives a task to perform, he needs to analyze it to

determine (1) exactly what is desired, (2) any implied associated tasks to
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be performed, (3) what resources ‘(time, money, people, facilities) are
required, (4) the capability of the team to perform the task, (5) what the
priority of the task is, and (6) what work'stops so that this task can be
accomplished if -no additional resources are availgble. Once this is
accomplished, he needs to determine the ways in which the task could be
accomplished and identify and compare the strengths and weaknesses of each
course of action. Sometimes the leader does these steps himself; at other
times he may desire that selected members of the team work with him during
the task analysis stage. In the tank fire case, the commanding ééneral
became alarmed at the increasing number of engine compartment fires. He did
determine exactl& what he desired (an end to ail tank fires). He did not
determine that there was an implied associated task to be performed of
rewiring all the tanks. He never thought of what resources would be
required to veliminate fires; rather, he relied on "command pressure" to
solve the tank fire problem. Had the general made a thorough analysis of
the problem, he would have ha& to determine the priority for the rewiring
task and would have been forced to make a choice between rewiring the tanks
and performing his test support mission.

DETERMINE A DEFINITE COURSE OF ACTION. This action is one of
decision-making, the selection of thé most appropriate course of action
based on an anélysis of the problem, resource availability, mission
priority, and the ability of the organization to perform the task. In this
particular case, the commanding genergl could have accepted a lower vehicle
availability rate and instituted a systematic rewiriﬁg program to be

performed by support maintenance activities. He also could have accepted

24

. e,
B



.............
........

....................

the possibility of tank fires as on;a of the risks associated with operating
substandard equipment. Instead, the general adopted a definite course of
action based on legitimate and coersive péwerz derived from his position
in the organization rather than on a positive course of action designed to
eliminate the cause of the problem.

GIVE CLEAR GUIDANCE AND INSTRUCTIONS TO SUBORDINATES. In addition to
the requirement to issue clear guidance and instructions to subordinates in
order to accomplish the organizational task, a brief description of the
importance of the task to the overall operation of the organization is
helpful in allowing subordinates to more fully understand the priority
affixed to the task and in allowing subordinates to generate useful feedback
to the leader when problems arise in task completion or in priority of
action. What would have happened if the general said something like this:
"We have two main missions: to keep the division combat-ready and to
support doctrine and equipment testing. At the moment the second mission
has priority. I want a tank engine compartment rewiring program instituted
that will allow for a 90% (or 80%, or 50%) armored vehicle availability rate
in support of those missions. Until the rewiring program is completed, I
want ‘subordinate commanders to look f‘ér ways to reduce the instances of tank
fires and to share any ideas that they have on the subject with me and the
rest of the commanders." It 4is quite possible that not onl& would
subordinates not have been caught in an ethical dilemma, but that the actual
tank fire incident rate would have decreased.

PROVIDE ADEQUATE RESOURCES TO ACCOMPLISH THE TASK. This is one of the

most important factors in ethical leadership and one of the most often
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ignored. Resources consist of moré than money. Other essential resources
are the people required to perform the task, the time in which to do it, the
g facilities in which the task is to be perfofmed, and the equipment redhired
to carry out the mission. In our example the commaq@ing general provided
none of these. We all know of other examples. One year the Army Training
Plan was virtually unresourced. The general officer responsible for the
plan told his subordinates to prepare the plan; he would worry about the
resources, Apparently he never did.3 The result of this failure to
properly resource the Army Training Plan was that countless posts and

stations were forced into an ethical dilemma in which commanders had to

either cut necessary services and programs already in existence or ignore
the training plan. Compromises could have been made and probably were.
Training course lengths could have been shortened, tasks could have been
delayed, and personnel could be worked longer hours. These compromises,
however, also tend to force the ethical dilemma to lower leadership levels.
BE RECEPTIVE TO FEEDBACK. .Feedback can be either positive or negative.
In an advisary relationship, where there is a "we" and a "they", there is a
tendency to view negative feedback as a personal comment on the worth of the
leader. It is more difficult to document a case in which a leader took
offense to positive feedback. Even in a high performing team where there is
no advisary relationship, negative feedback is not always welcome. On
occasion there may be a desire to "shoot the messenger;" however, such an

action does nothing to alter the situation. What negative feedback really

communicates is that a problem in the accomplishing of o;ganizational tasks

is either present or in the process of developing. Subordinates who fear
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being shot, literally or figuratively, for reporting the development of a
problem will tend to delay the report or to distort the report in such a way

as to camouflage the problem or spread blame so that any one individual

cannot be held responsible. This delay or distortion is dysfunctional to
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the organization because it demands the prostitution of personal ethical

standards and because it allows problems to become larger before they are
finally recognized. In the prostitution of personal ethical standards, J
subordinates who are caught in delaying or distorting information are
generally punished for tha_t behavior. The leader who demanded that
'_»'.’ distortion or delay of information by reinforcing the perception that bad
. news is unwelcome is rarely punished. Who really has the greatest ethical _-J
problem, the leader who demands unethical behavior for subordinate career

survival or the subordinate who demonstrates the behavior in response to the

leader's verbal or non-verbal demand? In the ta‘k fire case, it was the

commanding general's demand that resulted in the distortion of tank fire -:‘1
.'-.‘

reports by subordinates. ]
CHECK PROGRESS AND RESULTS FOR CONFORMITY TO GUIDANCE. Everyone knows _j

y

that the organization does well that which the leader checks. Supervision

,,..
e
Ak oAl a o

is a normal leader function and doeé not need to be investigated in great
detail here. Leaders need to do more than supervise; they must also chepk
to see if the results of the labors of the members of the or'ganization meet
the expectations of the leader, or, if they do not, why they do not. The
checking 1is essentially first-person feedback on the clarity and

appropriateness of the leader's guidance. The opening sentence of this

Lo L
LGP G o Py Y WAy Y.

chapter declared that a basic assumption among members of a high-performance
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team is that all members of the teém are on the same side, working towards
common goals. Checking and supervision must be done in such a way that this
assumption is reinforced, otherwise the nén-verbal communication sent to
members of the team is that the leader does not trust the team members to do
a good job in the 1leader's absence. A communication of this sort can
quickly kill innovation and initiative among subordinates who must one day
assume leadership roles in the organization.

Leaders need to remember that guidance normally pertains to the
description of desired results. Process decisions, or the manner in which
those results are to be achieved, are generally best left to subordinates.
This allows them to develop their own analytic skills and to feel that they
have an important role to play in the accomplishment of organizational
tasks. There is a propensity among officers in the upper leadership levels
to assume that there is a best way to accomplish a task. Leaders should

constantly remind themselves that, in fact, there is more than one correct

solution or course of action tc; any problem; that the game need not always
Fi be played according to their rules. The 1long-term benefits of allowing

subordinates to make decisions in accomplishing organizational missions may
t far outweigh the short-term importance of the task itself.* If the
i‘l commanding general in the Tank Fire éase had really followed up on his
3 demand for an end to tank fires, he would have discovered that the problem

& had not been resolved and that other, more appropriate leader actions were

required.

Ay

In the normal process of evaluating the results of 'the organization's

efforts to accomplish a specific task or mission, the leader should go back
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to the first of the leader actions, an analysis of the situation. If the -]
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goal has been met, the leader can turn his attention elsewhere. If the goal "

has not been met, he can make adjustments to his initial guidance and go

.
o
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through the leader steps again and again until the task is finally f

1,
FoR

accomplished to his satisfaction or is abandoned.

Legal and ethical demands on subordinate behavior have a number of
organizational and personal effects. Just as we assume that all members of ;i
) !
a high performance team are on the same side, so it is that we must make a 4

basic assumption that the leader of an organization of any size is ethical

P

in his personal conduct and wants to be ethical in his corporate conduct as -

well. Of course there are exceptions to this, but most leaders want to be
ethical and want their subordinates to be ethical, too. Since we have had
so many problems with unethical conduct over the past few years, we might
well ask the question of what went wrong. Are leaders demanding unethical

behaviors or are subordinates just unethical? Perhaps neither alternative

is accurate. Perhaps as legal and ethical demands are filtered and
interpreted as they sift through the various levels of organizational
structure they acquire a different ethical characteristic when they reach
the 1level at which the action is to take place. The filterings and -}
interpretations could all be done in good faith; however, an originally
ethical demand could still become unethical in terms of demands placed upon
the accomplisher of the task.

Few people who have served in Recruiting Command will argue with the

statement that such service is among the most stressful and demanding in the {;
29
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Army today. In a volunteer Army coﬁtext, a strong economy means hard times
for the recruiter; a weak economy means that the recruiter has a less
difficult task in meeting his recruitiné objective. Periodically the
Recruiting Command unearths unethical recruiting practices and takes steps
to eliminate those practices everywhere in the organization. Ethical
problems in the past few years have included programming fictitious people
into computers for desirable military occupational specialties in order to

reserve a highly "saleable" enlistment option until a qualified person can

-
. be found to fill the vacancy, recruiting in juvenile court, making

arrangements with judges to offer military service as an alternative to

conviction and imprisonment, cheating on mental examinations, recruiters
{ advising potential recruits to withhold disqualifying information, and the
;' manufacture and sale of bogus high school graduation certificates. The
ii thought is that the corrective actions eliminate the problem. Perhaps a

more accurate statment would be that the corrective actions eliminate the
symptoms, at least for a while; It is quite possible that the problem is
never really addressed. It is unlikely that so many unethical people would
be assigned to one command on a consistent basis. It is more probable that
as the recruiting demand filters through the command, the requirement to

meet the objective overwhelms the individuals need for ethical conduct.

| A highly simplistiec analysis of the problem which results in unethiecal
;{ recruiting practices might go like this. Army manpower needs are determined
" and recruiting requirements are identified. Recruiting Command determines
the recruiting objectives for recruiting regions, who ‘in turn determine
g objectives for districts. District Recruiting commands determine objectives
J
. 30
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for recruiting areas and so on until at long last the individual recruiter

has his objective. The establishment of recruiting objectives or goals is
not, in itself, unethical. Certainly the Army needs qualified personnel in
sufficient numbers to accomplish its missions. Goals and objectives are a

way to set some measurement against which recruiters can measure the success

of their efforts. What then, accounts for unethical recruiting practices?
The most 1likely argument is that organizational sanctions for failure to

meet objectives are the greatest contributors to the demands for unethical

behavior.

A non-commissioned officer recruiter attends special schooling, is
awarded a separate military occupational specialty, and draws additional pay
for recruiting duty. Consistent failure to meet recruiting objectives
generally results in relief from recruiting duty, an annotation in the
recruiter's record precluding assignment to any future recruiting duty, and
an efficiency report that will not allow him to be competitive for

promotion. The recruiter feels pressured because he is being rated on his

ability to sell the concept of serving one's country to others instead of
being rated by tangible criteria over which he has absolute control. To
him, failure to meet objectives means the loss of his career. His personal
need for success is great. This situation would be difficult enough if all
recruiters were volunteers for the duty; however, frequently top;quality
non-commissioned officers are assigned to such duty against their wills.
The demand for success for these recruiters is felt even more keenly. “Q

If the demand for recruits is ethical, and if the sanctions for failure ]

to meet recruiting objectives precipitate an ethical dilemma between career iﬂ
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survival and unethical conduct, at which level in the organization is the

problem first manifested? Commanders at all levels, both officers and
non-commissioned officers, are subject to the sanction of removal for
failure to meet -objectives. It is most 1likely that District Recruiting

Commanders, Area Commanders, Station commanders and individual recruiters
would be the recipients of such sanctions, but the problem would begin at
the level at which the most senior man would feel that his career was in
Jjeopardy if the recruiting objective were not met.

This example is not meant as an indictment of the recruiting command or
it is meant to illustrate the

any man or woman serving in it; rather,

organizational pressures which eventually 1lead to individual wunethieal

behavior., It is also meant to identify the difficult problem of determining
the exact level in the organization at which an ethical demand generates
sufficient pressure on subordinates that unethical behavior becomes the more
attractive alternative.

If organizational sanctioné are the catalyst for unethical behaviors,
there are several other factors that are contributors to the creation of
ethical dilemmas. One of these is a conflict between two absolute values or
ethics. A senior leader who assigns a mission to a subordinate leader who
has inadequate resources to perform the task places the subordinate in a
position where difficult choices must be made because of a conflict
generated between the ethic of accomplishing every mission well and the
ethic of looking out for the welfare\of subordinates and the organization.

The subordinate leader can request additional resources. The negative

fantasy attached to that course of action is that no additional resources
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would be available anyway and the éenior may view the subordinate as being
non-supportive or inadequate in his ability to cause a Jjob to be done.
Another course of action open to the subordinate is to refuse the mission,
with the same resulting negative fantasy. Yet a thirq course of action is
to accept the mission and pass it along to subordinates, who in turn are
placed in the same ethical dilemma. Still another course of action is to
terminate other on-going projects in order to accomplish the new task. This
course of action may generate turmoil in the organization, frustration among
subordinates, and contribute to a lessening in organizational effectivéness.
At this point the subordinate 1leader can go through a rational
decision-making process and arrive at a conclusion. Organizational
sanctions which could negatively impact on the leader's career might argue
in favor of accepting the mission without question and passing the task and
the dilemma along to subordinates or compromising the quality of the product
demanded by the mission. The ability to provide negative feedback to the
senior leader could argue in favor of requesting additional resources or

prioritizing tasks to be accomplished.

Doing the right thing and supporting the boss are two ethics that

4 constantly conflict. Most people want to do what is right or ethical.
2 -,
é. Military leaders have been taught since entry into the service that a good C
leader is one who is absolutely loyal to his senior and his subordinates. .

$f' Frequently, however, the committment to loyalty to subordinates fades when

stress is applied to the leader. Take the following situation that took *]
place in Europe during the 1970s. A division commander was determined that

his division would win the USAREUR and 7th Army reenlistment award by having
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the highest number of reenlistments. The commander reportedly communicated
to his staff that failure to win the trophy was totally unacceptable. To
insure success, unit reenlistment peréonnel searched the existing
regulations for loopholes that would give their division an advantage over
other organizations. They discovered that first—enli;tment soldiers would
reenlist immediately upon arriving in Europe for a guarantee of completing
the enlistment in Europe. The reenlistment personnel immediately began to
counsel the newly-arrived soldiers of this option and guarantee of tour
stability. What they did not mention was that these new soldiers would most
likely spend the next 36 months or the remainder of their enlistments in
Europe even if they did not renelist. They also did not mention to the new
soldiers that early reenlistment would cause them to lose thousands of
dcliars in renlistment bonuses as well as the opportunity to reenlist for
more desirable military occupational specialties. Every gquarter the coveted
trophy was awarded to the division. Other unit renlistment personnel
discovered how this division cbnsistently won the competition but did not
succumb to the temptation to place a trophy on their commanding general's
wall at the expense of the soldiers serving in their units. Yes, the
general and his staff won if the trophy was a measure of success. The
losers, however, were not the other divisons but rather were the soldiers in
his own or‘ganization.5

Competition frequently is a factor which contributes to an ethical
dilemma. Winning a competition imples that there must be one or more
losers. No leader wants to be viewed as a loser at anything. Reenlistment

contests originate to help keep highly-qualified soldiers in the Army; in
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i& the case above that competition lead to some very unethical conduct. Most

Ej career soldiers have served in battalions or seen battalions in which sports

- competitions were taken so seriously that players were excused from duty in

% order to practice, which detracted from squad and crew proficiency. Post

¢
o
Lo’ g o s

ii rifle, pistol and athletic teams remove soldiers from their primary job, all
in the name of competition.

The maintenance of any statistical performance data implies a formal or %ﬂ
E: informal competition to subordinates who have to compete for promotion and »?
t for jobs and schools that enhance the possibility of promotion, espécially ;ﬁ
&} when promotion is required for retention in the organization. Job security 53
if and retirement are contingent upon winning the competition fcr promotion. :;
The stakes for this competition are high and the conflict between the need S?

for ethical conduct and the need for winning can be great. All competition

can create this ethical dilemma. Even competition involving military iﬁ
training opens the door to unethical practices. For years target ranges T?
have been memorized or written on range finders so that tank commanders i
could have a ©better chance of attaining high scores on tank crew i;
qualification courses. Cqmpetitions among company supply rooms in one ?ﬁ
brigade led at one time to attempts to bribe inspectors and at another to
inspectors settling grudges at inspection time. At a higher 1level,
competition among units led to a complete prostitution of the unit réadiness
reporting system throughout the Army. ;ﬂ

What is it about competition that contributes to ethical dilemmas? The "?
simple act of competition, by itself, is not a contributor to unethical

conduct. In fact, competition can be very useful in terms of increased Y
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productivity, proficiency in individual and crew tasks, and in the
& development of espirit and cohesion in units. Competition can become
!ﬂ dysfunctional to ethical behavior when rewafds for winning are significant,
- when sanctions for not winning are perceived or imposeq, and when statisties
based on the competition are generated and maintained.

Significant rewards for winning competitions can 1lead to unethical

individual behavior. Greed and other human weaknesses or character flaws

can become more evident when there is a chance for tangible rewards. What
constitutes a significant reward varies with the individuals involved in the
situation. A savings bond in a soldier of the quarter competition, a medal
for recruiters who exceed recruiting goals, a trophy for winning a
divisional reenlistment competition, and a prize for academic excellence in
a service school can all contribute to unethical conduct by individuals if
they perceive that the value of the reward is greater than the probability
of being caught or punished for unethical behavior.

Sanctions for not winning c;n also take many forms. Withholding a pass
for not winning an inspection competition, the perception that failure to
win will‘result in a lower efficiency report, performance counseling that
concentrates on winning rather than on improving performance, failure to
reinforce positive behaviors whilé addressing negative behaviors,
inconsistency between what the leaders in the organization say constitutes
success and what subordinates perceive to constitute success, the perception
that rewards are contingent upon winqing and that the withholding of those
rewards constitutes a sanction for losing, and the very aét of acquiring the

label of loser are all examples of real or perceived sanctions for not
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winning that contribute to ethical .dilemmas. Unethical behavior can result

"

when an individual believes that the punishment for not winning is greater

than the chancg of being caught in unethical 'behavior. -7
Statistics generated from competition remain to haunt individuals and
organizations long after the competition is f‘orgotten’.. The fact that the _j
lowest-scoring unit in a supply room inspection had no supply sergeant for .
three months prior to the inspection when all the other competitors did may 1
not be remembered months later when a senior rater is deciding the rank ._j
order of a departing commander. The modern computerized Army is J
4

statistic-oriented and commanders have a tendency to base determinations of .;f»{
efficiency on statisties rather than on an analysis of performance based on _:j
resources. Statistics are empirical; rebuttal of conclusions drawn from ’
statistical data based on cir:cumstantial factors is generally a no-win 1
situation for the individual doing the rebutting. The probability of the __i
rebuttal being perceived as an excuse for poor or inadequate performance is !;?
generally greater than the probability of changing a statistically-based 'ﬁ
conclusion. This leaves the individual with a single viable option for ,_5

¥

improving the senior's perception of his efficiency: improve the statistie

4

against which he is being measured.
The actions organizational leaders can take to insure that competition
contributes only to the positive aspects of ethical behavior are several.

Perhaps the most positive competition from an organizational perspective is

et s
PP . o
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one in which individuals compete largely against themselves, much as a

golfer competes against his own best scores. This competition is one in

which increased performance is encouraged by internal rewards to the
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individual. Competitions among organizati ;mal members can be
organizationally functional if rewards are only tokens and sanctions are
non-existent. If statistics based on competition results are kept,
subordinates will perceive a reward in the form of career enhancement for
winning and a sanction in the form of career degradatiox; for not winning.

Can an organization be run efficiently without the maintenance of
statistical performance data? Perhaps some can; others cannot. If ethical

conduct is to be encouraged among organizational members, organizational

leaders need to treat statistical data in a way that is perceived by the
members to be non-threatening to their careers. To do this, perhaps reward

system based on "how the game is played" rather than on winning or losing

* would best facilitate ethiecal conduct.
Other conditions that contribute to an ethical dilema include a failure
to clarify organizational requirements, needs, demands or goals; the failure

to prioritize actions or missions; failure to seek (or allocate) adequate

;IE: resourses to perform a given task or mission; a fear of saying "no" or of
refusing a tasking; the failure to acknowledge that resourses are fully
,h committed; and the anticipation of unverbalized possible future

organizational needs by premature allocation of resourses. Most of the
f;-: conditions listed are opposites for the necessary leader actions discussed
# earlier, The anticipation of unverbalized future needs by premature "1

allocation of resourses is an area in which many ethical dilemas took place

at Fort Hood several years ago. Each major organization had a certain :‘]

~

amount of money allocated for the purchase of repair parts. Requisitions 71

for repair parts were cancelled after thirty days and had to be reordered.
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Frequently the repair parts supply system took longer to process the
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requestions and cancellations than the thirty days allowed.. This resulted

in the unit receiving two parts instead of the one that was needed. This

PEAIAE]
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.; situation was not a problem because the extra part could be returned to the
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supply system. The problem arose when the unit was credited with only ten
percent of cost of the returned part. In effect a unit that received a
double issue and returned a part was charged 190 percent for the part they
used. Maintenance officers and commanders were then placed in a position ;j
where they could accept a ten percent rebate for returning the part or hide
the extra part with the expectation that they would need the part in the
future. The second alternative had severe supply system implications and
violated several policies and regulations.. It also fostered a flea market =
system of parts bartering among units., The ethical problem was caused by
well-meaning but unrealistic supply parts policies and regulations that B
placed using units in a no-win situation. Other examples of premature
resourcse allocation include padding projected budgets, manufacturing
missions to keep unneeded personnel employed, and the preparation of
unsolicted studies or papers just in case a senior might ask for the

infomation.

ETHICAL PERCEPTIONS

In a 1970 Army War College studys, a survey of attitudes in the Army

among the officers determined, in part, that senior officers largely went

g
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unpunished when caught in unethical conduct, that general officers tended to

o« .
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;; demand absolutely ethical conduct while demonstrating unethical conduct and
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that senior officers tended to vieﬁ themselves as paragons of virtue while
they viewed their subordinates as being unethical if left to their own
devices. A follow-on study7 in 1978 indicéted a perceptual shift in that
both seniors and. subordinates tended to view each other as being more
ethical than had the respondents to the earlier survé&. An opinion survey
conducted for this paper from randomly-selected lieutenant colonels and
colonels assigned to three major‘posts in the United States8 indicated a
concern for ethical issues, an acknowledgement that attitudes of seniors
influence the ethical behavior of subordinates, and reinforced the earlier
perception that unethical behavior demonstrated by general officers goes
unpunished, is covered up, or may even be rewarded. The majority of those
officers surveyed concurred in the perception that unethical behavior that
would result in incarceration for colonels and other subordinate officers
would at worst result in retirement for ggneral officers who exhibited those
same behaviors. The implication of this perception is that a double
standard for ethical behaviors'exists and is condoned by the organization,
énd that the standards for these behaviors change between the ranks of
colonel and brigadier general.

This perception that there are two standards against which conduct is
measured for ethicality need not be trué in order for it to have a negative
impact on attitudes, morale, and ethical values of the members of an
organization. When the perception exists, subordinates tend to conform to

directives in order to avoid sanctions rather than because they believe in

~

the correctness or rightness of the action. People who behave in a way that

*

avoids sanctions generally are not committed to a task and tend to change
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their behavior when the leadership changes. For a concept to become

&i institutionalized, subordinates need to believe in its correctness. When
- this occurs, the concept will survive a leadership change in the {”
s organization. :

il

Lalals

For the past several years a concerted effort has been made to eliminate

obesity from the ranks of the Army. Strict standards have been established

- "
. o I

and harsh sanctions have been imposed for non-conformity to those

standards. Sanctions include non-selection for promotion and essential

military schooling, adverse efficiency reports, and involuntary sepération
from the Army, frequently without retirement benefits. The concept of a
i. physically-fit Army has flurished under three chiefs of staff, but there are
— indications that if successive chiefs of staff did not emphasize the fitness
program, obesity would once again swell among the ranks of the Army. During
the course of gathering material for this paper, colonels and lieutenant
colonels were asked for their thoughts concerning the ethicality of an

enforced weight standard. Combat Arms and combat support officers nearly

all voiced this opinion that the weight standard was only one facet of the

overall Army physical fitngss program and that insistence on the meeting of
high standards in this program was ethical because the physical fitness of ;i
soldiers could influence survival on the battlefield. Combat service
support officers tended to be mixed in responses that rangéd from
conformation to the opinions of the Combat Arms officers to the opinion that

the whole fitness program was unethical because it detracted from primary

mission time. ;5
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These same officers were then presented with a hypothetical situation
calling for a determination of the ethicality of a described behavior. The
situation described was this:

The Army has established strict weight standards. Would it be ethical
for a senior commander who is grossly overweight to allow soldiers from
his command to be discharged from the Army for non-compliance with the
weight standards? 1Is it ethical for the obese commander to be retained
in command while subordinates are penalized or eliminated from the Army
for obesity?

The responses to these questions were mixed. Approximately half of the
officers questioned responded that there was an ethical problem ideqtified
in both questions. Several of the other officers said that they thought
they knew the senior officer referenced in the question and that his
outstanding qualities and immense capability for high performance more than
compensated for his obesity. The remainder of the officers questioned
declined to comment. Among those officers who projected a name to the
commander in the questions there seeméd to be a consensus that by the time
an officer reached senior rank he was, in fact, exempt from the standard
organizational rules of behavior and should be measured against some other,
unspecificied standard.

A  conclusion to be drawn from the responses may be that
institutionalization of the weight standard requires all officers to bseslieve
in and to comply with those standards. A more important conclusion to be
drawn is that there still exists in ‘the Army a perception that dual or
multiple organizational standards exist for measuring the ethicality of
behavior. This suggests that subordinates may comply ‘with standards to
avoid sanctions rather than because a given action is right or wrong, a

condition which ultimately precludes the development of a high-performance

system.
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CAREERISM

In a conflict between doing what is right and doing what is
situationally Aexpedient, a real danger ekists that expediency may take
priority over ethicality. Urgency may cloud the moral basis for our
behavior and even our very existence. Leaders wh§. make organizational
decisions based on situational expediency rather than on ethicality may be
more concerned with careersim than with professionalism. Careerism and
professionalism have been defined in many ways, but for the purposes of this
paper careerism is behavior designed to advance the individual in the
organization or to meet his personal needs while professionalism is meeting
the needs of the organization before addressing personal needs. Selfless
service is a phrase often used to describe professionalism. Most career
soldiers like to think of themselves as being professional. 1In fact, most
career soldiers demonstrate both careerism and professionalism almost daily.

Careerism has a number of causes. Organizational structure is a
contributor in that it allows for only a limited number of the people in the
organization to rise to top leadership positions. The competition that this
fact spawns among organizational members to achieve those high positions is
also a contributor. This competition is not like an athletic competition in

which contestants gather to decide the winners and the losers for a single

event. Competion for career soldiers is one of records and reputations,
where the consequences of actions that occur when a leader is a junior
1
officer influences selection for senior positions years later. The 1
r

perception persists that competion among lieutenant colonel for promotion to

colonel begins among lieutenants. This generates a belief among leaders
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that a mistake or error at any péint in a career could have an adverse
impact on that career many years later.

The perception that success in the organization is dependent upon having
the right Jjobs at the proper times in a career is another factor that
contributes to careerism. Another contributor is the dichotomy that exists
betwwen espoused personnel management policy and that which really happens.
"Any job is a good job if you perform well™ is a statement that has been
used for years by personnel managers who hope to fill undesirable positions
in the organizational structure. The reality of career progression is that
primary staff and command positions can enhance a career, while many special
. staff positions can, at best, be considered neutral in terms of career
" progression. One needs only to compare relative selection rates for
: attendance at senior service colleges and for promotion to colonel between
those lieutenant colonels in the combat arms who have had battalion command
and those who have not to gain an understanding of the importance for
holding the right jobs at the-proper times. This situation causes junior
officers to manipulate for good jobs early in their careers in the hopes
that they will be selected for key assignments as senior officers.

How 1is this dysfunctional to the organization? First of all,
unrealistic personnel management policies and statements contribute to an
attitude of creeping cynicism for -all personnel management practices.

Leaders begin to lose faith in the organizational system that they perceive

to be allowing their careers to stagnate. Secondly, many fine officers who
cannot be selected for key assignments or promotidh simply Dbecause

sufficient vacancies in the organization do ‘not exist perceive that the

4y

e e e L. .

......................




| ol TRt S et I i e S e G Sy ua i S R AR G R R e e - " - I AL Aseie Shven Maun S s S 2R Seec 4 T CEARCIMA e - S A e e BT} ———

organization is sending them a sigﬁal that they have no further use in the
military, so they opt for early retirement. The experience and expertise
lost each year to the Army through premsture retirement is tremendous.
E: Finally, the manipulation and competition that starts among junior officers
. for important and career-enhancing Jjobs starts a pattern of behavior in
which officers become more concerned with fostering their own career
i development than in meeting the needs of the Army. Once this mind-set has
. been established, it is very difficult to change.
F: What can be done to reduce careerism and foster professionalism? The
list of required actions is long, but perhaps a few of the more important
should be listed here. These include:

1. Developing and distributing an order of merit list for all leaders

in each grade so that each leader can accurately assess his or her

performance record in comparison to other peers.

2. Developing and implementing a performance reporting system that 'é

accurately summarizes individual duty performance and promotion potential. ;:

3. Providing and following guidance to those who rate leader 13

performance concerning ratings and their consequences to the rated ii

officers. For instance, raters should be told what sort of ratings will :
facilitate a subordinate leader's promotion, selection for a key service

school, or his elimination from the Army. 4;

4, Selecting leaders for promotion and for command assignments in E

sequence based on their position in the order of merit list for their grade :

and experience. This would eliminate secondary promotion zones while ;Q

insuring that those officers with the highest potential for successfully ;%
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assuming increased reSponsibilities.would be promoted first. It could also
eliminate costly promotion boards and do much to change the . perception that
promotion or command is contingeat upon knoﬁing someone on the promotion or
selection board.

5. Basing order of merit standings on Jjob performance in the present

£ .
- : "‘ ‘
A

and previous grade or for the last five years so that leaders who were slow
in developing or who made well-intentioned errors early in their careers

would have the opportunity to be judged for performance potential on recent

Y

performance of duty. Similarly, leaders whose performance potential peaked
early in their careers would not be carried into successive promotions based
on long-past exploits.

6. Separating promotion from retention in the Army. Unhealthy

v -,v.wvv<v T

competition and careerism are fostered by systems in which retention in the

organization is contingent upon promotion.

:

7. Continuing to de-emphasize the source of commission for leaders
while emphasizing job performance as the key to promotion and selection for
jobs of critical importance to the organization.

8. Measuring leader job performance by the performance of the

organization under the direction of the 1leader. The development and

performance of subordinates is the most accurate reflection of a leader's

effectiveness.

9. Eliminating from the Army those officers in any grade who violate

ethical standards. Discontinue the policy of quiet retirement or ~

T
'

t

'y

4

resignation in lieu of prosecution for unethical or illegai conduct.
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10. Insuring that policies that are espoused by the organization are
really followed at all levels in that organization. Policies that cannot be
followed or enforced should be eliminated to eliminate ethical dilemmas for

subordinates.

11. Continuing to emphasize and reward selfless service while penalizing

those leaders whose actions are self-serving. Manipulating job assignments,
exploiting subordinates, and requesting personal favors can all be examples
of self-serving behaviors. ) i

12. Concentrating leader efforts on enhancing the abiliiy of ,#
subordinates to perform basic missions. Soldiers come into the military to
be soldiers. They expect hardships and they deserve to develop the pride ‘1
that comes from overcoming those hardships. A well-manicured lawn may be a
beautiful sight, but it does not necessarily mean that the unit that owns

that lawn is prepared to accomplish its mission in combat. Non-mission —

essential tasks accomplished at the expense of mission preparation are .

frequently performed to meet the needs of the leader, not the needs of the

organization or the nation. That is the epitome of careerism, : N
This 1list is certainly not all-inclusive. Many other actions are

required to eleminate careerism and foster professionalism. The

responsiblity of leaders, especially senior leaders, is to change those
systemic conditions that demand or foster careerism among subordinates.
This requires that all polices, regulations and other directions that have

9
=
ﬁi the force of law be re-evaluated, not only for their ability to accomplish a

73
specific purpose, but also for their potential for placing subordinates in -]
an ethical dilemma or for fostering careerism among subordinate leaders. fF
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CHAPTER 3
COMMUNICATIONS

Leaders 1lead by communicating with subérdinates. These communications
take many forms, but they can generally be classified as verbal or
non-verbal in nature. Verbal communications transmit”intentional messages ;?
by any number of means to seniors peers and subordinates. These messages
generally have a common meaning to those who receive them, hopefully the
same meaning that was intended by the sender. This is not the case with
non-verbal communications. Non-verbal communications are implied by the k
sender and perceived by the recipient. A non-verbal message may be
transmitted intentionally or unintentionally by the sender. A leader who :?
tells a subordinate, "I don't care how you do it, just get it done," may be ©
perceived by the subordinate to be telling him to do whatever is necessary
to accomplish the task, regardless of the ethicality of the action. The
verbal message was to accomplish the task, the non-verbal message was an 7f
implied condoning of unethical> behavior. Frowning at the messenger who o
brings unwelcome news may non-verbally communicate an unwillingness to
receive bad news, a perception which can eliminate feedback and generate

myriad organizational problems. Showing up 1late for a briefing can

R
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communicate disinterest in the subject; constant tardiness for briefings can

communicate incompetence, self-centeredness or lack of concern for the time

e

and welfare of subordinates.
Because communications are essential to the leader in the performance of

his leadership function, every precaution must be taken to insure the

leaders ability to send and receive verbal messages. Leaders and
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subordinates must also be aware of what non-verbal messages are being sent

or are perceived as being sent. The form of communication most likely to

create an ethical dilemma in the organization is that which is non-verbal.

Greater reliance is placed on non-verbal communications when verbal

i communications are impeded. Subordinates who preceive that a leader is not
receptive to receiving unfavorable news tend to distort, delay or withhold

that information if the non-verbal communication they received when

delivering unfavorable news in the past was that they, not the news, were wL
not satisfactory. 1In an atmosphere or climate where subordinates feel free
to communicate both good and bad news to the leader, communications tend to
be accurate and timely. Leaders then have the opportunity to make decisions 'i

based on accurate data and not on delayed, distorted, or inaccurate

information., The positive organizational implications to be drawn from an f
unimpeded communications system that allows decisions to be made based on _4
accurate and timely information are many. The probability of the —’
organization developing into a high-performing system is greatly enhanced,
while an impeded communications system guarantees a lessening in _41
organizational effectiveness and efficiency. F;
Organizations that allow and encourage unimpeded information exchange ::li
also allow subordinates to voice concerns over the ethical implications of '*
individual or collective decisons and actions. All 1leaders have an ~1
obligation to exhibit ethical behavior personally and to voice concern over ]
the behavior of others that they consider to be unethical or over {
4

organizational decisons and policies that have perceived unethical

implications for members of the organization and the society it serves. 1In
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order for this feedback to occur,vleaders at all levels need to take the

following actions: (1) Encourage and reward honest communication of

!

feelings and attitudes, especially those with ethical implications. (2)

View negative feedback as an opportunity for learning rather than as a

"Il

personal threat or condemnation. (3)Investigate the ethical implications of
policies, regulations and other directives with subordinates and make
changes in those rules when appropriate. (4) Tolerate honest dissention or
difference of opinion without penalizing the individual who holds those
views. There is a need for persons to serve as the organizational
conscience. (5) Allow subordinates to participate in the decision-making
process when time permits. (6) Change a bad decision when evidence
supports that need for change. (7) Support decisions made by subordinate
leaders. (8) Develop an empathy for the values and problems of others in
the organization. (9) Teach organizational values and verbalize ethical
standards at every opportunity. (10) Subordinate personal and even

organizational need to the needs of the society we serve.

ENCOURAGE AND REWARD HONEST COMMUNICATION. All leaders need honest, _ﬁ$

M 4

accurate, and timely information in order to make appropriate decisions.
Frequently leaders view that required information as data; the cold,
impersonal, emperical facts of the situation. Just as important to the
leader is the communication of the feelings and attitudes of the members of
the organization toward the action, mission, or decision being made. This
is not to say that a popularity poll needs to be taken when decisions are

made; rather, the need is for leaders to seek the opinidhs of subordinates

as they pertain to the decision or policy being made. This allows the
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leader an opportunity to change 6r make appropriate adjustments to the
decison or to explain to subordinats the reasons for or circumstances that
require the dgcision or policy. Just as fhe urgency of a situation may
overshadow the ethical implication of the intended solution in the leader's
decison-making process, so too exists the possibility that subordinates may
focus on the ethical implications of the solution without fully
understanding the situation that demands the action. An example of this

perceptual confusion took place in a training battalion.1

A trainee abuse
charge was brought against a drill sergeant by a soldier in training, a
charge which was denied by the drill sergeant. Pending investigation of the
charge, the drill sergeant was temporarily assigned to other duties in the
company, a normal practice in that brigade. The company commander
immediately informed the battalion commander of the situation and he (the
battalion commander) contacted the appropriate authorities to innitiate a
formal investigation. Later in the day the battalion's command sergeant
major called the battalion commander from an officers' training class and
informed him that the drill sergeant had approached the sergeant major and
had admitted the offense with which he had been charged. The battalion
commander called in the drill sergeant, advised him of his rights, heard the
confession, immediately relieved him from all duties in the company and
ordered him to be assigned to duties in the battalion headquarters‘pending
final disposition of the case. Not long afterward the company commander
requested permission to talk to the battalion commander. During the
conversation that followed, it quickly became apparant that the company

commander was concerned that the drill sergeant had been relieved from duty
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without cause and without prior conéultation with the company commander. He
reported that there was considerable unhappiness among the drill sergeants
that one of their peers had been relievedbfrom duty based on a statement
from a soldier in training, the truth of which had been denied by the drill
sergeant. The company commander held that such relief from duty based on an
unsubstanitiated charge was unethical. The battalion commander thanked the
company commander for his concern and then explained that the drill sergeant
had admitted the offense, that the swift action was necessary in view of the
confirmation of the charge and that the action was in keeping with
long-standing standard operating procedures. The battalion commander also
acknowledged that a more appropriate acton wouid have been to inform the
company commander of the admission of guilt and allow him to take the
actions taken by the battalion commander. The battalion commander further
explained that this seemingly more appropriate action had not been taken
because the battalion commander decided that the greater need for the
company commander's presence wﬁs at the training sight and not back in the
battalion headquarters tending to relief action. Once the company commander
had all the information, he no longer had ethical objections to the action.
The battalion commander 1learned the value of sharing information with
subordinates immediately and decided tﬁat in future cases of this nature, a
relief need not be so swift if that swiftness required by-passing the normal
command channels. Perhaps the most important aspects of this situation were
the belief of the company commander\that he could speak to the battalion
commander of his ethical concerns without fear of having‘his career ruined,

the willingness of the battalion commander to explain his actions and the
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reasoning that led up to them, and ﬁhe learning that took place for both the
company and battalion commanders. A potentially disasterous situation
actually resulted in a strengthining of coﬁmand and personal relationships
in that battalion. '

VIEW NEGATIVE FEEDBACK AS AN OPPORTUNITY FOR LEARNING. This certainly
took place in the situation described above. The company commander learned
the reasoning process used by his commander, and the battaliorn commander
learned a better way to deal with a difficult decison requirement. Most
negative feedback can be used in an organizationally and personally pdsitive
way if the leader is secure enough in his self-concept, his positon, and his
ability to objectively assess the merits of the feedback. He can learn from
the truths and instruct the originator of the Cfeedback in areas of
misperception or inaccuracy. This allows for learning by both parties and
builds a mutual sense of trust and confidence between leader and subordinate.

Consistency in the acceptance of feedback is an important facet of the
learning process. Learning takes place by someone each time a message is
communicated, even if that learning is a confirmation or validation of
earlier learning. Leaders can reverse months or years of reinforcing the

concept of learning from feedback simply by ignoring an opportunity for

learning from a single message. The non-verbal message communicated to the
subordinate can stop the flow of feedback, or at least cause the subbrdinate
to hesitate before delivering the message. The leader who is inconsistent

in his handling of feedback can seriously impare the communications network

in his organization. oy
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INVESTIGATE THE ETHICAL IMPLiCATIONS OF POLICIES, REGULATIONS AND
DIRECTIVES. Leaders are charged with the responsibility for meeting
organizational needs. This mission orientétion requires that each leader
establish and maintain a set of rules or procedures that facilitate or

result in the accomplishment of organizational goals. Leaders have also

been charged with looking out for the welfare of their subordinates. There
y exists a danger that, in the urgency of the moment, leaders can focus on
&; organizational goal attainment and 1limit their concerns for their
subordinates to meeting what Maslow would call their safety needs - food,
clothing, housing and other requirements for sustaining life. The reality
’ is that there is a mental component to Subordinate welfare. When
él subordinates are placed in situations that contain one or more ethical
dilemmas, the expected result can be an increase in individual stress and.

anxiety as well as a decrease in organizational efficency. A leader should

determine exactly what demands are being placed on his subordinates through
the regulations, policies, aﬁd directives he intends to use in the
accomplishment of organizational goals and then asses the ethical
implicatipns of those demands. If a leader finds that rules, regulations or
policies are likely to create an ethical dilemma for subordinates, it is his

responsibility to devise a different way of accomplishing the goal or change

the necessary policies, regulations or dircetives to eliminate the dilemma.

If this cannot be done for some reason, then goal modification may be the

PSRN

appropriate leader action. The divisional reenlistment policy case study

presented in Chapter 2 is an illustration of the ethical problems that can

be generated when leaders do not fully investigate the ethical implications o

e e
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of their policies in terms of demands for behavior by their subordinates.
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Requiring a division to maintain a.ninety percent availability rate among a
fleet of aging combat vehicles may at..first glance appear to meet the
organizational_ mission of instant combat feadiness. If repair parts are
slow in coming, if support maintenance facilites are inadequate to meet
demand or if units are experiencing shortages among maintenance and crew
personnel, then this availability rate policy may place unethical demands on
subordinates. These demands could result in reduced field training, a
situation in which ecrew proficiency decays rapidly and decreases unit
effectiveness. Other possible results include the potential for false
readiness reporting and the prostitution of the repair parts system that
could include theft of parts from other units. Not one of these possible
results could be viewed as promoting organizational goal attainment. It
would seem that the focus of the 1leader must be larger than just
organizational goal attainment; the ethicality of goal attainment means must
also be assessed. Feedback from subordinates is the essence of ethical
investigation.

TOLERATE HONEST DISSENT. Toleration of dissent requires the witholding
of sanctions against those who express opinions that differ from those of
the leader, much in the same way that honest feedback must be handled if the
organization is to thrive. Dissent goes further than feedback in that
dissent is almost always a negative reflection of subordinate percepﬁions of
leader or organizational actions, policies, or decisions, Dissent may
indicate a belief among subordinates that actions, policies or orders are
dysfunctional to the organization or themselves. Dissention may also
indicate a 1lack of agreement among organizational members over what

constitutes appropriate courses of action, policies or orders.
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Dissent can disrupt organizational goal attainment in several ways.
First of all, it can help destroy the mutual trust and confidence between
leaders and subordinates if the dissent is viewed by the leaders as personal
attacks against - them. Secondly, dissent can lessen group cohesion.
Thirdly, time spent in dissent can delay the implem;ntation of necessary
actions. Dissent can also facilitate organizational goal attainment by
exposing possible outcomes of unwise decisions that perhaps the leader had
not considered. Constructive dissent «can also identify other, more
appropriate actions that could better accomplish organizational goals.
Dissent can communicate the strength of subordinate feelings and attitudes
towards a given action, policy or order. The factor that determines whether
dissent will be functional or dysfunctional to organizational goal
attainment is how the leader reacts to it.

If the leader is to use dissent constructively, it is necessary for him
to determine the reasons for dissent. Ethical reasons are often the result
of oversights in the decision;making process and should be acted upon to
eliminate the ethical dilemma. Differences of opinion over the most
appropriate path to organizational goa. attainmnet can be resolved in any

number of ways; the important element is that the leader makes a decision

after he has heard all the reasons for dissent. On occasion it may be
necessary to acknowledge differences -of opinion and not change or modify
leader decisions. The 1leader in the organization has the ultimate
responsibility for the actions of the organization and their consequences to

~

society, organizational members, and the organizalional structure.

JT
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Subordinates have the responsibility of voicing objections and reasons for

those objections when they perceive that leader or organizational actions

will not serve well the society, the organization, or the people in the

:; organization.
:’_:‘ During the Battle of the Bulge in World War II, Generals Eisenhower,

Bradley, Devers, Patton, Air Marshal Tedder and many staff officers met on "
1

the morning of December 19, 1944 in Verdun to develop a plan for relieving
' the 101st Airborne Division at Bastogne and to stop the German offensive in
t; the Ardennes. Patton was tasked to accomplish this task and was asked when 1
he could begin the attack. Although Patton was being asked to change his
direction of attack by ninety degress and to move over poor roads for a

distance of seventy-five miles, he responded that he could begin in

forty-eight hours. Many of those present insisted that Patton could not do

v

the task in that time; they believed that twice that time was really an

optimistic estimate and that General Patton was boasting. Patton dissented,

insisting that he and his units could do the job in the time specified.
After the reasons for the opinions of both Patton and the other officers
were heard, plans were formulated based on General Patton's estimates.2

Patton had dissented with the opinion of the majority and Generals

‘::1
-
-4
- -4
¥

Eisenhower and Bradley, after hearing both arguments, made a decision
supporting the dissenting opinion. History indicates that the decision was
a good one and suggest that dissent can be useful in the accomplishment of

organizational tasks. Dissent will be investigated more throughly in

Chapter 4. ]
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ALLOW SUBORDINATES TO PARTICIPATE IN DECISIONMAKING. In most
situations, time will permit 1leaders to involve subordinates in the
organizational decision-making process. This technique, often referred to
as the Task-Approach Mannagement Model, has been used successfully to
develop among subordinates a sense of ownership in the decisions of the
organization.3 The theory suggests that subordinates work harder to
accomplish tasks and reach goals that they have had a part in establishing.
The ethical implications of encouraging subordinate participation in
decision-making are that subordinates have an opportunity to assess the
implications of projected tasks on their existing resources and share that
assessment with the leader. They gain experience in the decision-making
process. The opportunity also exists for a better assessment of the ethical
implications of the proposed action on the organization, its members and the
society it serves. One person making the decision alone could overlook some
important implication; the probablity of that happening decreases
significantly when additionai people are allowed to participate in
decision-making.

When the M-1 tank was introduced to the Army's equipment inventory, a
tank crewman training program had to be developed to train soldiers to use
the equipment. Maintenance and turret.training plans had to be drastically
revised from those used to train crewmen for the older series tanks. The
initial belief of the commanders responsible for developing the new training
program was that the actual gunnery pfogram for the M-1 tank crewmen should
be the same as for the older series tank crewmen. That gunnery program,

which progressed from sub-caliber firing through stationary tank-fixed
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target to moving tank-fixed and moving target had served tankers well since
shortly after World War II. As the final training program was about to be
approved, a sergeant in the training and operations section suggested that
perhaps the organization was making poor use of the technology available to
it. He proposed that when the soldiers fired their first main gun rounds ft
from the tank, they should be fired from a moving tank, preferably at a
moving target. He stated that since the advanced technology of the fire
control system would allow it, to do less would be to do a disservice to the
soldiers being trained. After some initial reluctance on the part 6f the
organizational leadership, the proposal was approved and tested with
soldiers of the first group to undergo M-1 training. Target hit rates
exceeded ninety percent, a rate far exceeding the hit rates for soldiers

undergoing training in the older series tanks using conventional gunnery

tables. -;

What is the ethical implication of this? Perhaps an argument could be 1
made to support the hypothesis that this particular example did not involve fﬁ
ethics but rather was just an example of good 1leadership and sound ;?
decision-making. For the change in gunnery training to take place, several
things had to _oceur. The 1eader$ had to establish and maintain an
environment in which subordinates felt free to make observations and

suggestions freely. Subordinates had to feel that they were, in fact, being

Ama a0 4

paid to think. Subordinate input to decision-making had not only to be
tolerated but solicited. Subordinates also had to be rewarded for

innovative thinking. In this case the sergeant received full credit for the

KRR
L o nbtasbtbeatndad

innovation. The consequence of all this was that M-1 tank crewman received

hebad
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the best training that the advancéd technology of the tank system would
allow, enabling those crewmen to function more efficiently.in their units
and to be more effective, sooner, in case fhey were called upon to perform
their duties in combat. To have denied these soldiers the better training

would have been unethical. To have prevented the environment that allowed

for innovation must therefore also be unethical. The essence of ethies in

v

organizational leadership is not just in the behavior of the leader or the

short-term consequence of a specific action; rather, it also includes the

!2 ethical implications of secondary or even terciary consequences of an

action. These consequences are not always readily apparent but must be

P

consciously sought. Feedback provides the answers. R
CHANGE A BAD DECISION WHEN EVIDENCE SUPPORTS THAT NEED FOR CHANGE. This 1
is such a basic rule for leaders that it almost seems inappropriate to

mention it here. We all like to think that when new evidence suggests that

f}

]

>

a poor decision has been made, we will change the decision. New evidence s f T
transmitted through the feedback process, either from our personal ;i
investigations or from those of our subordinates. The unfortunate truth is ii;
that leaders can get so personally caught up in the ownership of a T

decision, concept or action that any negative feedback can be taken as a

personal attack and dismissed without-action. On occasion a leader with ;C
self-concept problems may refuse to change decision because his fears that ) 1
changing a decision will be viewed by subordinates as a weakness or f;
character flaw. , !
A lot has been written about self-concept and its ‘effects on leader fi

actions. Generally, leaders with high self-concept are open and accepting
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of new ideas and tend to be fléxible in their methods for attaining
organization 'l objectives. Leaders with low self-concept may try to mask
that feeling, _even 