
WOMEN AS MILITARY LEADERS 

PROMISES AND PITFALLS 

P A T R I C I A  M, SHIELDS 
DEPT. OF POLITICAL SCIENCE 

SOUTHWEST TEXAS STATE UNIVERSITY 
SAN MARCOS, TX 78666 

( 51 2) 245-21 41 

Prepared f o r  delivery a t  the  Nat ional  Conference o f  the 
American Society f o r  Public  Admin is t ra t ion ,  Jndianapolis, 
Indiana, March 24-27, 1985. 



INTRODUCTION 

When President Nixon  ended the d r a f t  i n  1973 he inadvertantly 

i n i t i a t e d  a major policy experiment. Today, there are  more women j n  

uniform con t r i bu t i ng  through more occupational speci  a1 i t i e s  than  a t  any 

time i n  o u r  h i s t o r y .  Further, the Unites States i s  i n  the forefront  

among na t ions  i n  i t s  employment o f  women i n  m i l i t a r y  service. Even 

Israel, which draf t s  women, uses women Tess i n t e n s i v e l y .  For example, 

Israel i  women soldiers: ( 1  ) can go home to  their family each n i g h t  ( 2 )  

serve shorter terns o f  duty ( 2  versus 3 years) and ( 3 )  receive l i t t l e  

or no t r a i n i n g  (Thomas, 19783302-303). 

I n  t he  e a r l y  1960s females made up j u s t  over one percent o f  the 

en1 i s t e d  ranks.  By 1980 the proportion had jumped t o  a lmos t  13 percent  

(Nos kos, 1982: 3 33). Furthemore, some schol ars predict t h a t  the propor t ion  

may continue t o  grow. The male recruitment pool i s  s h r i n k i n g  Beginning 

i n  1979, t h e  pool w i  11 dect i ne u n t i  1 1994. A t  t h a t  time, t h e  17-21 year 

o l d  male cohort will be 8.2 m i l l i o n  (24% below 1978 levels), and the de- 

mand for technically trained recruits will soar.  I f  the U.S. does not re-  

sort t o  a draf t ,  women w i l l  make u p  t h e  sho r t f a l l s .  P red i c t i ons  f o r  1994 

suggest t h a t  the propo r t i on  o f  women may be as high as 26 percent of new 

accessions, 

There are several reasons why women f i n d  t h e  military an attractive 

career a l te rna t ive .  The woman's movement has increased the awareness o f  



women toward t h e  poss i  b i  1 i t i  es o f  non- t radi  t ional  occupations. In  addit ion,  

t h e  current long r u n  economic climate suggests t h a t  women will  need to  

spend a s u b s t a n t i a l  p o r t i o n  o f  t h e i r  adul t  1 i f e  as members o f  t h e  labor 

force. Women need t o  prepare f o r  t h i s  f u t u r e  by obtaining marketable 

t r a i n i n g  and ski 1 f s . The amed f o r c e s  o f f e r s  both career opportunit ies 

and t r a i n i ng  i n  a v a r i e t y  o f  marketable s k i l l s .  Final ly ,  m i l i t a r y  pay i s  

based on rank. Women and men o f  equal r ank  earn equal pay. Given t h e  pay 

disparity between the sexes i n  t h e  c iv i l i an  sector, the m i l  i tary i s  re- 

l a t i v e l y  more at t ract ive.  

As the numbers o f  women increase so t o o  do t h e i r  roles and respons ib i l i t i e s .  

Th is  paper wil l  e x p l o r e  t h e  c r i t i ca l  ro le  o f  mil i t a ry  woman a s  leader. The 

purpose i s  t o  iden t i fy  major promises and p i t f a l l s  f a c i n g  mil i t a ry  women as  

they move i n t o  pos i t i ons  o f  leadersh ip ,  The methodology will  be a blend of 

1 i terature review and focus groups w i t h  m i  1 i t a ry  women. Focus groups were 

held a t  Fort Hood (Army), Lackland A i r  Force Base (Marine Detachment) and 

KeJ ly A i r  Force Base ( A i r  Force). 

LITERATURE REVIEW 

H i s t o r i c a l  Set t ing 

Women have served i n  the  amed forces since the American revolution.  

Early service, however, usual l y  reqw i red t h a t  they disgu ise  thernsel ves as 

men. Much l a t e r ,  dur ing World War I ,  women made s ign i f i c an t  inroads serving 

as both nurses and typewr i ter  so ld ie r s .  In the male or iented,  t r ad i t i on  

bound m i l  i t a r y  women exercSsing leadership faced an uphil l  b a t t l e .  In f a c t ,  

they were exp1 i c i  t po l  i c i  es whi ch became a l m o s t  i nsumountabl e roadbl  ocks. 



For example, p a s t  p o l i c i e s  permi t ted  women i n  but  a se lec t  few occupat ional  

specia l  i t i e s .  In add i t i on ,  women were required t o  q u i t  if they married o r  

became pregnant. Furthermore, en l i s tmen t  caps and a h o s t  o f  o t h e r  d e l i b e r a t e  

p o l i c i e s  c o n t r i b u t e d  t o  h i g h  a t t r i t i o n  (Ho lms,  1982:184). Hence, what few 

women the re  were, f o r  t he  most  p a r t ,  remained c lus te red  i n  t h e  l o w e r  o f f i c e r  

and e n l i s t e d  ranks. Young female soldiers had f ew  women to use as leadership 

rol e model s . 

There were a1 so many negat ive  s t e r e o t y p i c a l  images o f  women found 

throughout top mi l i t a ry  decis ion structure and i n  documents. For example, 

prior to WWlI women were considered more cos t ly  (two women t y p i s t s  were 

calculated t o  be needed t o  rep1 ace one ma1 e t y p i s t .  In f a c t ,  t h e  reverse  

was true). Also, i t  was unquest ionably ma in ta i ned  t h a t  women could n o t  

handle the g r i t  and gr ime o f  f i e l d  operat ions.  Other factors  which hampered 

u t i l  i z a t i o n  o f  women inc luded t h e  assumption t h a t  men would n o t  take orders 

f rom women. F i n a l  ly ,  and perhaps most f r u s t r a t i n g  t o  women in respans i  b i l  i t y ,  

there was a 1  ack o f  cons i s ten t  support from above (Holms, 1982: 35 and 131 ) , 

The m i l  j tary a1 so seemed lo s u f f e r  f r o m  poor i n s t i t u t i o n a l  memory where 

women were concerned. Hence, f r u s t r a t i n g  mis takes and i l l  found gender stereo- 

types p reva i l ed  i n  s p i t e  o f  evidence t o  the contrary.  

American women have an honorable t r a d i t i o n  o f  se rv i ng  t h e i r  country, 

p a r t i c u l a r l y  i n  t i m e  o f  war. T h e i r  presence provided c r i t i c a l  support  and 

allowed men t o  be freed for  combat. In a telling assessment of our successful 

wartime u t i l i z a t i o n  o f  women, Albert Speer, Hitler" Weapons Product Chief,  

c laimed that  the outcome o f  World War I I  might have been d i f f e r e n t  had they 



the f o r e s i g h t  t o  use women as  we d i d  (Holms, 1982:lOO). 

Leadersh i p Concepts 

Scholars have struggled w i t h  the 1 eadershi p concept f o r  decades 

(Stogdill, 1974).  I t  i s  complex, m u l t i f a c e t e d  and d i f f i c u l t  t o  measure. 

Most d e f i n i t i o n s  i n c l u d e  not ions  o f  m o t i v a t i n g  people t o  achieve organiza-  

t i o n a l  goa ls .  L o i s  Mart def ines leadership as  " the  process o f  i n f l u e n c i n g  

one or more people i n  a p o s i t i v e  way so tasks determined by goals and 

o b j e c t i v e s  o f  o rgan iza t i ons  are accornpl i shed 'yk la r t  , 1980: 16).  Ivan 

Richardson and Sidney Baldwin descr ibe a l e a d e r  as one "who at tempts  t o  i n -  

duce o thers  t o  behave i n  a manner t h a t  w i l l  a s s i s t  t he  o rgan iza t i on  i n  

a c h i e v i n g  goals"  (Richardson and Baldwin, 1976:147). 

Ef fect ive l e a d e r s h i p  i nvo lves  a complex s e t  o f  s k i l l s .  The e f f e c t i v e  

l e a d e r  must master communications, human r e l a t i o n s ,  counseling, superv is ion ,  

management science, dec is ion  making and p lann ing  (Hart, 1980: 20). A 1  so, as 

an i n d i v i d u a l  moves i n t o  p o s i t i o n s  of i nc reas ing  r espons ib i l i t y ,  t h e  mix and 

re1 a t i v e  importance o f  these s k i 1  l s changes. For exampl e ,  counsel i n g  i s an 

important s k i l l  i n  f i r s t  l i n e  superv is ion  and rarely used a t  the executive 

level. The reve rse  i s  t r u e  w i t h  respect t o  p lann ing  ( H a r t ,  1 9 8 0 : 2 0 ) .  Hence, 

e f f e c t i v e  leaders  cu l t i va t e  a new and va r ied  mix o f  s k i l l s  as t h e i r  p l a c e  i n  

t h e  o rgan iza t i on  changes. I t  i s  clear, however, t h a t  skills in deal ing w i t h  

people are t h e  foundat ion upon which good 1 eadership rest (Foote, 1981 :231) . 

No discussi;on o f  leadersh ip  would be complete without addressing major 

t h e o r e t i c a l  cons t ruc ts  which f o r m  t h e  bas i  s o f  c u r r e n t  1 eadershi p theory. 

Two e a r l y  theor ies  o f  leadersh ip  were t h e  "great man" and " t r a i t  theory"  



( S t o d g i l l ,  1974:17). These theo r ies  were i n c o m p l e t e  and f a i l e d  t o  be 

used success fu l l y  i n  the  s e l e c t i o n  of f u t u r e  leaders (Richardson and 

B a l  dw i  n, 1976: 149). Hence, broader env i  ronrnental o r  personal s i t u a t i o n a l  

theor ies  were advanced ( S t o d g i l l  , 1974:18). Under these constructs,  t h e  

s i t u a t i o n  or contex t  were t h e  key f a c t o r s  i n  exp la in ing  leadership success 

and se lec t i on .  Key s i t u a t i o n a l  f a c t o r s  i ncl  ude, 1 ) o rgan iza t i ona l  character- 

i s t i c s ,  2) the ex te rna l  environment, 3 )  expectat ions and values of both 

leader and subordinate,  and 4 )  t h e  expe r t  o r  profess ional  know1 edge re- 

qu i red  (Richardson and Baldwin, 1976:149). 

I t  shou ld  be stressed t ha t  most 1 eaders opera t ing  w i  t h i  n modern cornpl ex 

o r g a n i z a t i o n s  a re  i n  t h e  middle .  They must achieve a balance between loyal ty  

t o  supe r i o r s  and loyalty t o  subordinates. They must  ach ieve  goa ls  l a i d  o u t  

from above and make demands and cons ider  t h e  needs o f  those under them,  Also, 

i f  there i s  l a c k  o f  support,  s h i f t i n g  goals  o r  mixed messages from t h e  t o p ,  

e f f e c t i v e  l e a d e r s h i p  i s  t r u ly  d i f f i c u l t ,  As we w i l l  see, t h i s  has been a 

h i s t o r i c a l  p rob lem p l a g u i n g  women in the mili tary.  

Another impor tan t  aspect o f  leadership i s  "1 eadership s ty l e " .  A c l ass -  

i f i c a t i o n  sys tem f o r  leadership s t y l e  has been deve loped  i n  the t h e o r e t i c a l  

1 i t e r a t u r e .  Three b a s i c  1 eadersh ip  sty1 es have been i d e n t i f i e d .  They are 

a u t h o r i  t a r i a n ,  democratic and 1 a i  ssez f a i  re. The au t h o r i  t a r i  an leader t r i e s  

t o  dominate t h e  i n d i v j d u a l  and group he/she 1 eads. "By voice and i r o n  hand," 

a u t h o r i t a r i a n  1 eaders "make i t  unmi s taken ly  cl ear  who i s boss" ( ( W i  11 iarns, 

1980:142). 

The a u t h o r i  tarian 1 eader i s  o f  ten assocjated w i t h  the m i l  i t a ry  . 



Tennyson's Charge o f  the L i g h t  Br igade d e s c r i b e s  t h e  perspective well. 

"The i rs  no t  t o  make r e p l y  
The i r s  n o t  t o  reason why, 
The i r s  b u t  t o  do o r  d i e .  " 

The democratic leader, on the  o t h e r  hand, takes i n t o  account t h e  needs and 

views of subordinates i n  t h e  process of accomplishing o b j e c t i v e s .  The 

democratic 1 eader i s  general ly considered more e f fec t i ve  than t h e  a u t h o r i t a r i a n  

The l a s s i z e  f a i r e  s t y l e  i s  considered least effective. I n  t h i s  instance,  t h e  

leader does n o t  take r e s p o n s i b i l i t y  f o r  ach iev ing  o b j e c t i v e s  o r  meet ing  the  

needs o f  subordinates. Careful  a n a l y s i s  o f  t h e  m i  1 i t a r y  1 eadershi p 1 i terature 

suggests t h a t  w h i l e  t h e  m i l  i tary o rgan iza t i on  s t r u c t u r e  i s  a u t h o r i  t a r i a n ,  

e f f e c t i v e  m i  1 i tary l eaders do n o t  employ the s t r i c t  a u t h o r i t a r i a n  sty? e. 

Some o f  i t s  g r e a t e s t  heros, i n  f a c t ,  employed something much c l o s e r  t o  t h e  

democrat ic s t y l e  (Stokesburg, 1981). 

Another  usefu l  l e a d e r s h i p  framework was developed by the  management 

science people at Ohio S t a t e  {Fleishman, Harris and Burtt, 1955).  They 

developed a continuum which considered how much a leader " i n i t i a t e s  

s t r u c t u r e "  o r  helps t o  d e f i n e  goals,  p l a n  work processes and s e l e c t  means. 

The a u t h o r i t a r i a n  and la issez f a i r e  leaders would be a t  oppos i te  ends o f  

t h i  s spectrum. Leader "considerati on" was a1 so i d e n t i f i e d  as  impor tan t  t o  

success. Considerat ion was conceptualized as improving i n te rpe rsona l  re- 

l a t i o n s  and g i v i n g  support.  Research f i n d i n g s  c o n s i s t e n t l y  reveal t h e  

importance o f  cons idera t ion .  There is, however, a p o i n t  o f  d im in i sh ing  

re tu rns  where subordinates w i l l  lose  respect  f o r  t h e i r  boss (Williams, 1980;144). 

Women and Leadership 

Historically, men have been viewed as  leaders and women a s  w i v e s  and 



mothers. The "great man" theory i s  i l l u s t r a t i v e  of t h i s  p o i n t  ( S t o g d i l l ,  

1974:17). With the except ion o f  a few women leaders such as  Joan o f  Arc, 

Cather in t h e  Great and Queens E l  i zabe th  and V i c t o r i a  h i s t o r y  i s  dominated 

by male leaders. Fmal'e leadership r o l e s  are  found p r i m a r i l y  i n  fernal e 

o rgan iza t ions  such as convents. The emergence o f  s i g n i f i c a n t  numbers o f  

women i n t o  roles o f  l eade rsh ip  throughout a v a r i e t y  of o rgan iza t ions  i s  

re1 a t i  vely new. 

There are  several problems women f a c e  as  they move i n t o  leadership 

pos i t i ons .  A p a r t i c u l a r l y  d i f f i c u l t  i s sue  i s  gender s te reo typ ing  (He l l e r ,  

1982:10), T h i s  i s  a two sided problem. Gender s te reo typ ing  may lead 

superior and subordinate a1 i ke t o  quest ion the a d v i s a b i l i t y  o f  women i n  

such a pos i t i on .  And, consciencely  o r  unconsciencly sabatoge h e r  leadership 

attempts. F i a n l l y ,  both men and women may f i n d  i t d i f f i c u l t  t o  t a k e  orders 

from a women. 

Women have l ong been excl  u d ~ d  from p o s i t i o n s  o f  o rgan iza t i ona l  1 eader- 

ship. Hence, they may f a i l  t o  understand the complex i t ies  and unwr i t ten 

rules i n  (ma1 e dominated) o rgan iza t i ons  (Har t ,  1980: 18) . Harragan p o i n t s  

ou t  how important  i t  i s  f o r  women t o  understand military structure.  

"Regardless o f  how o r  why the  m i l  i t a r y  over took  t h e  corpora te  s t r u c t u r e ,  i t  

i s  abso lu te l y  c r i t i c a l  fo r  a s p i r i n g  women t o  understand t h a t  t h i s  i s  t h e  

pr imary 1  ayout t o  a variety o f  o rgan iza t ions  o t h e r  than the military'' 

(Harragan, 1977:20]. Most successfu l  men have a c lear  n o t i o n  of t h i s  

s t r u c t u r e  and how t o  work w i  t h i n  i t . 

The h i s t o r i c a l  exc l  us ion  of women from p o s i t i o n s  o f  responsi b i  1 i t y  h a s  



a lso  r e s u l t e d  i n  a  l a c k  o f  female r o l e  models. Role models and/or mentors 

a r e  important  because i n d i v i d u a l s  l e a r n  by doing and f rom watching o thers .  

The study o f  women and l eadersh ip  i s  i n  t r a n s i t i o n .  Women a r e  working 

i n  unprecedented numbers and, a n t i - d i s c r i m i n a t i o n  p o l i c i e s  and p rac t i ces  

have grown over t h e  pas t  several  decades opening new doors t o  women. Hence, 

women are  enjoy ing p o s i t i o n s  o f  a u t h o r i t y  and r e s p o n s i b i l i t y  as never before. 

As women become i n t e g r a t e d  i n t o  a l l  l e v e l s  o f  business and government 

problems i n  leadersh ip  w i l l  probably fade. 

It should be noted t h a t  todays working women have a  m u l t i t u d e  o f  r o l e s  

and r e s p o n s i b i l i t i e s .  The r o l e  o f  w i f e  and, p a r t i c u l a r l y ,  mother a r e  very 

demanding. I t  i s  n o t  c l e a r  how these many t i e s  e f f e c t  leadersh ip .  Nevertbe- 

l ess ,  t o  t he  ex ten t  work ing women s a c r i f i c e  career  o p p o r t u n i t y  i n  f a v o r  o f  

c h i l d r e n  and f a m i l y  they reduce t h e i r  leadersh ip  p o t e n t i a l .  A l l  these 

f a c t o r s  make women and l eadersh ip  issues d i f f i c u l t  t o  assess. As we w i l l  

see, t h i s  i s  a l so  t r u e  f o r  m i l i t a r y  women. 

Armed Forces and Leadership 

S i t u a t i o n a l  and environmental t heo r ies  o f  l eade rsh ip  may prov ide  

c r i t i c a l  c lues  i n t o  understanding m i l i t a r y  leadersh ip .  T r a d i t i o n a l  no t i ons  

o f  m i l i t a r y  leadersh ip  a r e  t e s t e d  i n  war and t i e d  t o  success on t h e  b a t t l e -  

f i e l d .  Terms such as honor and g l o r y  a re  l i n k e d  t o  m i l i t a r y  success. They 

are  r a r e l y  found, however, i n  t h e  l a r g e r  1  eadership 1  i t e r a t u r e .  

T r a d i t i o n a l  m i l i t a r y  leaders  have a  unique task .  They must mo t i va te  

f o l l o w e r s  t o  r i s k  l i f e  and 1  imb t o  achieve group goa ls .  L a r r y  Korb de f i nes  



l eadersh ip  ( i n  t h e  book M i l i t a r y  Leadership) as " t h e  process by which 

soc ia l  groups achieve c o l l e c t i v e  goals through t h e  subord ina t ion  o f  i n -  

d i v i d u a l  goals" (Korb, 1981:263). The subord ina t ion  o f  s e l f  i n t e r e s t  

(e.g. s u r v i v a l )  depends upon transcendent values. T r a d i t i o n a l  m i l i t a r y  

values such as "duty,  honor, country" ,  m i l i t a r y  ethos and e s p r i t  de corps 

a l l  serve t o  p rov ide  t h e  l a r g e  framework f o r  m i l i t a r y  leadership.  The 

successful  b a t t l e f i e l d  l eade r  no t  o n l y  uses these transcendent values - he 

a l so  be l ieves  i n  them and i d e n t i f i e s  w i t h  h ighe r  va lues (Stokesbury, 1981:35) 

The m i l i t a r y  i s  a model o f  a u t h o r i t a r i a n  s t r u c t u r e .  I t a l so  demands 

t h a t  leaders make snap dec is ions  and t h a t  t roops respond qu i ck l y .  The war 

environment i s  charac ter ized by complete u n c e r t a i n t y .  An a u t h o r i t a r i a n  

system can superimpose some o rde r  on a chao t i c  s i ~ t u a t i o n .  During b a t t l e  

t h e r e  i s  l i t t l e  room f o r  a democratic leadersh ip  s t y l e .  This  does n o t  imply, 

however, t h a t  ou ts ide  t h e  b a t t l e f i e l d ,  a u t h o r i t a r i a n  style i s  most e f f e c t i v e .  

Stokesbury, i d e n t i f i e s  l o y a l t y  as a key f a c t o r  i n  m i l i t a r y  leadersh ip .  

L o y a l t y  i s  a two way s t r e e t .  E f f e c t i v e  m i l i t a r y  leaders  a r e  l o y a l  t o  t h e i r  

t roops and rece ive  l o y a l t y  i n  r e t u r n  (Stokesbury, 1981). I n  per iods o f  

calm and rou t i ne ,  l o y a l t y  i s  probably nur tu red  through democratic leadersh ip  

s t y l e s .  Hence, i t  i s  n o t  s u r p r i s i n g  t h a t  emp i r i ca l  s tud ies  have found t h a t  

t he  "men" r a t e  q u a l i t i e s  o f  a "democratic" l eade r  most h i g h l y  (Hol lander,  1964: 

50).  Also, repeated s tud ies  have found t h a t  t h e  t roops  value "cons idera t ion"  

( S t o g d i l l  , 1974:130). 

When t h e  d r a f t  was abol ished, m i l i t a r y  p lanners a n t i c i p a t e d  t h a t  t h e  

leadersh ip  environment would be enhanced. Troops would be eas ie r  t o  mo t i va te  



because i n d i v i d u a l s  entered v o l u n t a r i l y .  Unfor tunate ly ,  t h i s  d i d  no t  t u r n  

ou t  t o  be t h e  case (Fer is ,  1981 :154). Some scholars p lace  the  blame on 

market p lace  o r  s e l f  i n t e r e s t  values. These i t  i s  claimed were s u b s t i t u t e d  

f o r  t r a d i t i o n a l  m i l i t a r y  values. I n  o the r  words, t r a d i t i o n a l  m i l i t a r y  

commitment weakened. I t was eroded through a t r a n s i t i o n  from m i l i t a r y  as 

vocat ion  t o  m i l i t a r y  as occupation. 

The Bureaucrat ic  M i l i t a r y  

The Un i ted  States modern m i l i t a r y  i s  q u i t e  d i f f e r e n t  from i t s  prede- 

cessors. I t  r e l i e s  on technology as never before.  Furthermore, as t h e  

preeminent power o f  the  West i t  mainta ins a l a r g e  standing force.  To cope 

w i t h  these changes, s ince about t h e  e a r l y  1960s, t h e  armed fo rces  has been 

i nc reas ing l y  concerned w i t h  cos t  e f fec t i veness  and proper  management o f  

resources. This  s h i f t  has had an impact on t h e  k inds  o f  leadersh ip  a c t i v i t i e s  

t h a t  have been rewarded (Korb, 1981:235). Lawrence Korb sees t h e  leader  as 

manager focus as i ncons i s ten t  w i t h  t r a d i t i o n a l  m i l i t a r y  values. H e ' i s  

p a r t i c u l a r l y  concerned w i t h  t h e  merging o f  t h e  management concept and t h e  

vo lun teer  force.  

Under t h e  vo lun teer  system, the  m i l i t a r y  competes d i r e c t l y  i n  t h e  l a b o r  

market. I n  t h e  extreme t h e  armed fo rces  i s  seen as an occupation o r  job .  

The t r a d i t i o n a l  n o t i o n  o f  m i l i t a r y  as c a l l i n g  fades i n  importance. According 

t o  Korb t h e  combination o f  management o r i e n t a t i o n  and v o l u n t a r y l l a b o r  market 

norms r e s u l t s  i n  a system which rewards achievement o f  goals con t ra ry  t o  

m i l i t a r y  t r a d i t i o n .  The needs o f  t h e  group a r e  subordinated by needs o f  

t h e  i n d i v i d u a l .  



I n  the long run, the  m i l i t a r y  m u s t  come t o  terms w i t h  t h i s  seeming 

inconsis tency.  A madern e f f e c t i v e  m i l i t a r y  i n s t i t u t i o n  needs both e f f e c t i v e  

managers and t r a d i t i o n a l  m i l  i t a r y  1 eaders . Clearly,  f o r  example, dur ing  

peace t i m e  an admin i s t ra to r  o f  a s t a t e  s i d e  army hospital i s  n o t  much 

d i f f e r e n t  from o the r  hospi t a l  admin i s t ra to rs .  He o r  she must  be concerned 

w j  t h  a l m o s t  i d e n t i c a l  management probl  ems. On t h e  o t h e r  hand, m i  1 i tary 

h o s p i t a l  admin i s t ra to rs  m u s t  be doubly prepared t o  lead dur ing a c r i s i s .  

METHODOLOGY 

The perspect ives on leadersh ip  o f  c u r r e n t  women i n  t h e  m i l i t a r y  were 

obta ined us ing  t h e  focus group technique. Three focus groups were r u n  f o r  

women r'n the Army, Marines and A i r  Force. The focus group technique a l l o w s  

f o r  indepth  analys is  o f  the issues. I t  i s  a l s o  open ended and promotes 

in teract ion among p a r t i c i p a n t s .  

The Army focus group was h e l d  December 12, 1984 i n  Ft. Hood Texas. 

F o r t  Hood i s  loca ted ou ts ide  K i l l e e n  Texas. I t  i s  one o f  the Amy's l a r g e s t  

t r a i n i n g  f ac i l i t i e s ,  A t  t i m e s  as many as 15  percent o f  a l l  anny personnel 

a r e  l o c a t e d  a t  F t .  Hood. The women in te rv iewed  ranged i n  age from the  Pate 

30s t o  t h e  ear ly  20s. The i r  ranks varied from pr ivate  through cap ta in .  

A 1  though they represented many d i f f e r e n t  occupations, a d i s p r o p o r t i o n a t e  

number were m i  1 i tary  pal i c e .  B o t h  b lacks  and wh i tes  were represented. 

The Mar ine focus group was he1 d February 12, 1985 a t  the Mar ine  

Detachment, Lackland Air Force Base, San Antonio, Texas. The A i r  T r a i n i n g  

Command i s  l o c a t e d  a t  Lackland. The Mar ine  m iss ion  was also one o f  t r a i n i n g .  



The 8 female Marines were very a t yp i ca l  . They were a1 1 young ( 1  8 -24)  and 

i n  t r a in ing  t o  become mil i ta ry  police. Most  had g o t  out o f  boot camp j u s t  

two days prior. Furthermore, they had j u s t  given  b lood  and were somewhat 

1 ightheaded. As w i t h  the Army, both blacks and whites were represented. 

Given t h e i r  s h o r t  tenure as Marines (2 days) t h e  issues we d e a l t  w i t h  

i n  the focus group were somewhat d i f f e r e n t  than  those gone aver w i t h  t h e  

Amy and A i r  Force women. I t  was an excel 3 ent  opportunity, however, t o  

observe the i n i t i a l  impact o f  the rigorous Marine boot camp. 

The A i r  Force focus group was he ld  Fcbruary 15, 1985 a t  Kelly A i r  

Force Base, San Antonio, Texas. Kelly A i r  Force Base i s  p a r t  o f  t h e  A i r  

Force L o g i s t i c s  Command. L-ike other bases t h a t  deal p r f m a r i l y  i n  l o g i s t i c s ,  

the majority o f  the people who work a t  Kelly a r e  c i v i l i a n .  The 6 women 

interviewed were a1 1 i n  t h e  en1 isted rank .  They ranged i n  age f rom t h e i r  

early 20s t o  the l a t e  30s. They, 1 i ke the army women, worked i n  a variety 

o f  occupational s p e c i a l  t i e s .  Both r a c i a l  groups were represented. 

Each focus  group dea l t  w i t h  a mu1 t i  tude o f  topics and related q u e s t i o n s .  

Leadership, 1 eadershi p sty1 es, 1 i f e  i n  t h e  m i  1 i tary ,  role made1 s , gender 

s te reotyp i  ng , a t t i t u d e s  o f  ma1 e co-workers , a tt  i tudes toward t r a d i  t i  onal 

m i l  1 t a r y  norms, why they joined the  m i 1  i t a ry ,  a t t i t u d e s  toward women i n  

combat and personal issues such as marriage, family and pregnancy were a l l  

discussed. The topics were more 1 i m i  ted i n  t h e  Marine focus group. Me 

concentrated on why they jo ined  t h e  m i l  i t a r y ,  t h e  e f f e c t s  o f  b a s i c  training, 

and a t t i t u d e s  toward t r a d i t i o n a l  m i  1 i t a ry  noms such as duty, honor, country.  



Clea r l y ,  t h e  women p a r t i c i p a t i n g  in the focus groups were n o t  drawn 

from representa t ive  sarnpl es.  I t  i s  irnpossibl e t o  r i g o r o u s l y  t e s t  

hypothesis us ing  t h i s  method. A t  best ,  the outcome may conf i rm o r  d i s -  

con f i rm t e n t a t i v e ,  exp lo ra to ry  hypo thes is .  A d d i t i o n a l l y ,  t he  results are 

hypothesis generat ing. I n  t h i s  manner, t h e  f i nd ings  can he lp  focus 

f u t u r e  research and add t o  the  1 i m i  t e d  e x i s t i n g  1 i terature.  

I n t r o d u c t i o n  

I n  t h i s  section t h e  resul t s  o f  the three focus groups w i l l  be summar- 

i z ed .  I n  a l l  t h r e e  groups t he  women i d e n t i f i e d  strongly w i t h  t h e  armed 

forces. They expressed commitment t o  something t ha t  was more than a j o b .  

This was most s t r o n g l y  ev ident  among t h e  Amy and Marines. The A i r  Force 

women, however, were more l ike ly  t o  relate t o  the job aspects.  Several 

worked steady 8:00 t o  4:15 f i v e  day a week s h i f t s .  They f e l t  t ha t  i f  

t h e i r  M i l  i t a r y  Occupational Sepcial i t y  (MOS) had a c l e a r l y  i d e n t i f i a b l e  

c i v i l i a n  counterpart  t h a t  i t  seemed l i k e  a j ob .  They a l s o  thought t h a t  l i f e  

was bet te r  when you were o u t  a f  t h e  dorm and l i v i n g  o f f  base. The military 

was " f i n e "  b u t  they didn't want to be around it 24 hours a day. 

A1 1 t h e  women were a t t rac ted  t o  the  m i  1 i ta ry  because i t offered new 

and e x c i t i n g  chall enges, They enjoyed t h e  thought o f  see ing  the wor ld .  The 

women viewed themselves a p a r t  and d i f f e ren t  from civilian women. The 

cont ras t  seemed most  c lea r  when they discussed their h igh  schoo l  f r i e n d s .  

Desp i t e  t h e  draw of an e x c i t i n g  l i f e ,  a l a rge  p a r t  o f  t h e i r  d e c i s i o n  r e s t e d  with 

t h e i r  need t o  f i n d  employment, s u p p o r t  themselves and enter the a d u l t  world .  



F o r  t h e  most  p a r t  t h e  women seemed very p a t r i o t i c .  A tour i n  t h e  

P h i l 1  i p ines ,  I ce land  or Western Europe l e f t  a s t rang impress ion.  One A i r  

Force woman f e l t  t h a t  she appreciated what she had (here i n  America) much 

more after an overseas t o u r .  As might be expected t h e  Marines, j u s t  ou t  

of boot camp were t h e  most e n t h u s i a s t i c a l l y  p a t r i o t i c .  They a l l  ca tegor ica l ly  

be1 i eved j n t h e  transcendent va lues  "God, Country, Corps". They had j u s t  

survived boot camp and were now proud "WMs" (Women Marines) eager t o  serve 

their  country as MPs (hopefu l  l y  i n some e x o t i c  coun t r y ) .  

The women a l s o  seemed t o  apprec ia te  t h e  d i s c i p l i n e d  m i l i t a r y  environment. 

A few women almost appeared t o  f i n d  the d i s c i p l i n e  refreshing. The con fus ion  

and uncer ta in ty  o f  the c i v i l i a n  wor ld  was n o t  f o r  them a t  t h i s  t i m e .  I n  a 

sense the women embraced t h e  a u t h o r i t a r i a n  s t ruc ture .  The Army women, many 

o f  whom came i n  heavy combat boots and f a t i g u r s ,  gave the imp ress ion  t h a t  

they though t  women i n  o t h e r  services ( e s p e c i a l l y  t h e  A i r  Force) had i t  

easy. I n  l i g h t  o f  t hese  and o t h e r  comments, i t  seemed as i f  t h e  Amy women 

appreciated the a u t h o r i t a r i a n  system bu t  thought a t  t i m e s  i t was c a r r i e d  t o  

an extreme. 

While t h e  a u t h o r i t a r i a n  structure was accepted, t h e  women d i d  not seem 

e n t h u s i a s t i c  about t h e  occasional au thor i t a r i an  l eade rsh ip  s t y l e  t h e y  en- 

countered. I t  was accepted as p a r t  o f  mil i ta ry  1 i f e .  They would take  what 

ever came a long .  1 had speculated t h a t  authoritarian structure and s ty le  

would be a l ien  t o  women. I suspected i t  would become a p i t f a l l  t o  success. 

T h i s  hypothesis  was no t  confirmed. I had t o  conclude t h a t  these women accepted 

both a u t h o r i t a r i a n  and democrat ic 1 eadership s ty1  es f r o m  t h e i r  superiors. I t  

seemed t o  ne i the r  h e l p  pr hur t  t h e i r  own prospects f o r  1 eadership. 



Most f e l t  t h e  proper l eadersh ip  s t y l e  depended upon t h e  MOS. 

Maintenance and D r i l l  I n s t r u c t o r s  f o r  example, used a u t h o r i t a r i a n  s t y l e s .  

X-ray techn i t ians ,  on t h e  o the r  hand, found the  more re laxed democratic 

s t y l e  most appropr iate.  Each was accepted because i t  f i t t e d  t h e  task  

q u i t e  we l l .  A few women discussed t h e  leadersh ip  t r a i n i n g  they received 

through the armed forces. They f e l t  i t  had more c l o s e l y  p a r a l l e l e d  t h e  

democratic s t y l e .  

I n  the  next sec t i on  t h e  promises and p i t f a l l s  o f  women and m i l i t a r y  

leadersh ip  w i l l  be developed. It should be noted t h a t  t he  r e s u l t s  a re  no t  

d e f i n i t i v e ,  r a t h e r  exp lora tory  i n  nature. I t s  c h i e f  advantage i s  t h a t  i t  

i s  very cur rent  and represents views he ld  by some o f  todays m i l i t a r y  women. 

Promises 

The m i l i t a r y  o f f e r s  chal lenging and 
rewarding experiences which s t r e t c h  
and develop t h e  leadersh ip  c a p a b i l i t i e s  
o f  i t s  women. 

Over and over again t h e  women confirmed t h i s  theme. The Army women 

re fer red t o  t h e i r  a b i l i t y  t o  s u r v i v e  and perform i n  f i e l d  exerc ises.  The 

Army experience and these exerc ises i n  p a r t i c u l a r  gave them t h e  a b i l i t y  t o  

" t h i n k  on t h e i r  f e e t " .  I t  a l s o  provided an "oppor tun i ty  t o  t e s t  themselves" 

The younger women were p a r t i c u l a r l y  emphatic about t h i s  po in t .  They had 

changed, compared t o  t h e i r  a t t i t u d e s  and s e l f  concept i n  h igh  school and 

du r ing  t h e i r  b r i e f  experience w i t h  t h e  c i v i l i a n  l a b o r  market. They were 

now con f iden t  t h a t  they cou ld  do about anything. They f e l t  " s o l d i e r  s k i l l s  

b u i l t  s e l f  confidence." A s t rong s e l f  concept i s  fundamental t o  e f f e c t i v e  

l eadersh ip  (Hart, 1980:182-183). Obviously, these women f e l t  t h a t  t h e  



m i l i t a r y  had strengthened t h e i r s .  I n t e r e s t i n g l y ,  some o f  t h e  career  

women who had been there  9 years o r  more discussed the  oppos i te  e f f e c t .  

They expressed some f e a r  about l e a v i n g  t h e  s e c u r i t y  o f  the m i l i t a r y  and 

making i t  on the  outside. 

Key elements o f  leadership such 
as the  "group" and the  "goal" 
are we l l  de f i ned  i n  the  m i l i t a r y .  

As discussed e a r l i e r ,  leadersh ip  invo lves  groups achiev ing goals.  

A l l  t he  m i l i t a r y  women seemed t o  i d e n t i f y  w i t h  the  group o r  team concept. 

Not su rp r i s ing l y ,  t he  new Marines were p a r t i c u l a r l y  c e r t a i n  about t h i s .  

Boot camp se t  the tone and made these elements o f  Marine l i f e  very  c lea r .  

Some so i d e n t i f i e d  w i t h  t h e  Marines t h a t  they f e l t  they were Marines f i r s t  

and women second. Boot camp provided c l e a r  we l l  s p e c i f i e d  goals as d i d  

c e r t a i n  MOSS such as maintenance. Th is  enabled women both i n  t h e i r  

capac i ty  as leader and subordinate t o  more e a s i l y  get  t h e  j o b  done. 

The management focus o f  t he  modern 
techn ica l  m i l i t a r y  increases ave- 
nues o f  advancement f o r  women. 

T r a d i t i o n a l  no t ions  o f  m i l i t a r y  leadersh ip  s t r e s s  success i n  b a t t l e .  

Obviously, g iven cu r ren t  combat r e s t r i c t i o n s ,  t he  m a j o r i t y  o f  todays women 

s o l d i e r s  w i l l  c o n t r i b u t e  t o  war through t h e i r  "support" e f f o r t s .  I n  the  

t r a d i t i o n a l ,  r e l a t i v e l y  non techn ica l ,  p re  World War I1 m i l i t a r y ,  support 

oppor tun i t i es  were l i m i t e d .  Given the  new emphasis on management and the  

growth i n  t h e  h i g h l y  techn ica l  key support areas, however, t he re  a r e  many 

more avenues o f  advancement open t o  women. A i r  Force women f e l t  t h a t  

women were most comfortable i n  support  funct ions.  They were a ided by the 



management focus. Perhaps t h i s  d i d  n o t  come through so c l e a r l y  i n  the  

o the r  services because so many were MPs o r  i n  t r a i n i n g  t o  become MPs. 

The MP occupational s p e c i a l i t y  i s  one t h a t  probably uses fewer 

"managerial" s k i l l s  

The m i l i t a r y  as an i n s t i t u t i o n  i n  
t r a n s i t i o n  has increas ing avenues 
o f  advancement f o r  women. 

P r i o r  t o  1973 the re  was a  2 percent  cap on female p a r t i c i p a t i o n .  I n  

add i t i on ,  t he  k inds o f  a c t i v i t i e s  open t o  women were genera l l y  r e s t r i c t e d  

t o  t r a d i t i o n a l l y  female dominated occupations such as c l e r i c a l  and nursing. 

The requirements o f  t he  a l l  Volunteer Forces and the  t h r e a t  o f  t h e  Equal 

Rights Amendment helped t o  change t h i s .  Hence, t h e  number and types o f  

M i l i t a r y  Occupational S p e c i a l i t i e s  open t o  women have increased d r a s t i c a l l y  

over the  past 10 years. The r e s u l t s  have been increased oppor tun i t y  f o r  

women t o  exerc ise leadership s k i l l s .  Women i n  the  groups viewed t h e  m i l i t a r y  

as an i n s t i t u t i o n  r i p e  w i t h  oppor tun i ty .  

A c l e a r  and f a i r  promotion system 
increase leadersh ip  p o t e n t i a l .  

As an i n d i v i d u a l  moves up the  career  ladder,  promotions u s u a l l y  ca r ry  

w i t h  them increased p o t e n t i a l  f o r  leadership.  The A i r  Force women were 

very en thus ias t i c  about t h e i r  promotion system. They f e l t  i t  was f a i r  

and w e l l  def ined. The t e s t  inst rument  used d i d  n o t  d i s t i n g u i s h  between 

men and women. On the  o the r  hand, the  women f e l t  t h a t  female o f f i c e r s  may 

s t i l l  face some male b ias  i n  t h e i r  promotion system. 



PITFALLS 

Gender stereotyp ing  both  from above 
and be1 ow reduces 1 eadersh i p e f  fec- 
tiveness. 

Gender s te reo typ ing  can reduce a leaders success because members o f  

t h e  " team"  judge effectiveness on sex r a t h e r  than performance. Lois Har t  

i d e n t i f i e s  gender s te reo typ ing  as a major o b s t a c l e  for women. The Amy 

and A i r  Force women put i t b l u n t l y ,  "The s ing le  bjggest  problem we have i s  

men." Another l e f t  a challenging f i e l d  i n  par t  because the men were 

"animals ."  They indicated t h a t  gender s te reo typ ing  was a bigger problem 

i n  non-traditional career f i e 1  d s  (Air C r a f t  maintenance, Mil i ta ry  Pol i c e ) ,  

The women f e l t  t h a t  there was s i g n i f i c a n t  pressure t o  prove themselves t o  

the men. One A i r  Force woman found i t  p a r t i c u l a r l y  t r y ing  because each 

t i m e  she was reassigned o r  worked w i t h  a new se t  o f  men she had t o  prove 

herself over aga in .  The problem was most pronounced among t h e  01 der male 

soldiers .  "The guys our age a r e  OK" they accept  women, On the other hand, 

men in  higher ranks were more a p t  t o  say "sweet ie" ,  "honey 'b r  request  a 

cup of coffee. I n t e res t i ng l y ,  women and poor occupational assignments 

(100 1b.wornan assigned t o  l i f t  70 l b .  boxes) o f ten  in tens i f ied  t h i s  problem. 

I t  seemed t h a t  almost everyone had witnessed a woman get by w i t h  p u l l i n g  

1  ess than her f a i r  share. A 1  t hough  most women d i d  not  f i t  t h i s  descr ip t ion ,  

t h e  phenomi na was s u f f i c i e n t l y  widespread t o  exasperate t h e  a1 ready exist ing 

gender s t e r e o t y p i  ng . 

I t  should be n o t e d  t h a t  t h e  Amy women demonstrated t h e i r  own k i n d  

of gender s tereotyp ing.  Some f e l t  men were "na tu ra l  l e a d e r s "  where women 



were no t .  "Men don? l i k e  t o  t a k e  o r d e r s  f r o m  women". There was g e n e r a l  

agreement w i t h  a n o t h e r  woman who sa id  she would ra ther  t a k e  orders f rom a 

man. The Air Force women f e l  t they needed t o  p r o v e  themsel ves, never thel  ess, 

they d i d  not  i n d i c a t e  t h a t  they thought men were "na tu ra l  leaders" v i s  a  v i s  

women. A l s o ,  one t r a i n i n g  i n s t r u c t o r  i n d i c a t e d  she had no problem leading 

men. She f e l t  groups  o f  women were more t r o u b l e  because they were more 

a p t  t o  be petty. 

The t r a d i t i o n s  o f  t h e  "ma le  o r i en ted "  
armed forces results Sn r e s i s t e n c e  
t o  female leadership.  

Obviously t h e  m i l i t a r y  has a long t r a d i t i o n  as an e x c l u s i v e l y  m a l e  

i n s t i t u t i o n .  Hence i t  i s  not  su rp r i s ing  t h a t  many i n d i v i d u a l s  have 

a c t i v e l y  resisted t he  widespread involvement of women i n  t h e  armed forces. 

Jeanne Holrns i n  h e r  h i s t o r i c a l  account of women i n  the American Armed Forces 

illustrated t h i  s theme repeated1 y .  Male  t r a d i  t i o n s  and the resistence t o  

women made i t  d i f f i c u l t  to make decis ions i n  a  l eade rsh ip  capaci ty .  Th is  

was a problem refered t o  i n  t h e  l i t e r a t u r e  b u t  n o t  p a r t i c u l a r l y  apparent 

among t h e  women i n  the focus g roups .  Perhaps, compared t o  t he  Amed Forces 

of t h e  40s, 60s and 70s, t h e  modern mil i t a ry  t r a d i t i o n  has more or  l e s s  

i nc luded  women, Hence, t h e  women o f  t he  1980s do n o t  view t h e  t r a d i t i o n s  

as a major roadblock.  

P a s t  pol  i c i  es d iscouraging female 
p a r t i c i p a t i o n  has l e f t  very few 
women role models i n  t h e  h i g h e r  
ranks. 



I n  t h e  past ,  women could he separated from the armed forces because 

of marriage o r  pregnancy. Pol ic ies  such as these  have l e f t  very few 

career  women t h r o u g h o u t  t h e  upper  ranks. As a resul t, todays m i  1 i tary 

women do not have very many women they can l o o k  to for guidance, Most 

women i n  the groups  recognized t h e  problem, 

The responsi  bi 1 i t i e s  associated w i t h  
other  ro les  ( w i f e ,  mother)  make l ead-  
ership more d i f f i c u l t .  

The c o n f l i c t  between career and f am i l y  i s  not  new. Modern women in 

t he  labor market face i t  everyday. The demands o f  the awned forces, however, 

are g r ea t e r  t h a n  those of c i v i l i a n  l i f e .  An Air Force woman s a i d  i t  w e l l ,  

"you have t o  be ready 24 hours a day. 'V n addition, throughout t h e i r  career, 

mi l i t a ry  personnel a re  of ten  s h i f t e d  f rom one locat ion t o  another. Tradi -  

tionally, much of t h e  ch i1  d care and details o f  t h e  family move were l e f t  

t o  the mi l i t a ry  w i f e ,  Mil i t a ry  women fee l  they  s t i l l  have a disproportional 

share 03 these dut ies .  One Army woman complained o f  g e t t i n g  home f r o m  3 

months i n  Hondurus and f i n d i n g  the house a mess, Her husbands knowledge of 

c leaning was superfi  c i a 1  a t  best. These conf 1 i c t s  may resul t i n  enhanced 

o r g a n i z a t i o n a l  s k i l l s .  On t h e  o ther  h a n d ,  there was general agreement among 

t h e  Army and Air Force women t h a t  they  knew women who l e f t  because of the 

c o n f l i c t s .  One women mentioned a par t i cu la r  concern. In t h e  recent past  

the  m i  1 i t a ry  made every a t t e m p t  t o  a s s i g n  m i  1 i  t a r y  coupl  es t o  the same base 

or  location.  As t h e  numbers o f  m i 1  i tary coupl es has grown t h i s  has become 

more d i f f i c u l t .  When ch i ld ren  a re  i n v o l v e d  these separa t ions  are  very 

d i f f i c u l t .  A n  Air Force woman remarked, "g iven a choice between the military 

and l o v e d  ones, loved ones win ou t . 'VObv ious l y ,  no t  a l l  women leave because 



of these c o n f l i c t s .  However, enough do such t h a t  on balance ,  i t  repre-  

sents a leadersh ip  p i t f a l l  t o  women. 

I d i d  detect an i n t e r e s t i n g  t rend  among s i n g l e  pa ren t s  i n  t h e  Air 

Force. They f e l t  t h a t  t h e  i n s t i t u t i o n  "took care o f  i t s  own" and t h a t  i t  

was a good env i  ronrnent f o r  them t o  r a i se  k ids.  The base was s a f e ,  they had 

free medical and on base daycare made l i f e  eas ie r .  The A i r  Force women, 

w i t h  t h e i r  r e g u l a r  hours, seemed t o  feel t h a t  family was we11 i n t e g r a t e d  

i n t o  m i l i t a r y  F i f e .  The women a t  Ft. Hood, d id n o t  have on base daycare, 

no r  regular hours. The conflict between family and m i l  i t a r y  was, hence, 

more pronounced. 

Combat r e s t r i c t i o n s  make avenues 
o f  advancement more l i m i t e d .  

A1 though combat restri c t i o n s  have been eased tremendously they s t i l l  

represent a barr ier  t o  f u l l  i n t e g r a t i o n  o f  women i n t o  p o s i t i o n s  o f  leadership. 

The Army women fel  t t h a t  these r e s t r i c t i o n s  were a r t i  f i  c i a 1  . They were 

f a i r ly  certain t h a t  a war would f i n d  them f i g h t i n g .  The Air Force women, 

on t h e  other hand, seemed t o  be g lad  t h a t  they were excluded f r o m  t h a t  role. 

A f t e r  a l l ,  they support capac i ty  was key t o  success during war. 

CONCLUSION 

A review o f  the literature and the f o c u s  groups revealed t h e  following 

promises and pi t f a l  1 s t o  m i  I i t a ry  leadership for women. 



Promises 

1.  The m i  1 i tary o f f e r s  chal 1 enging and rewarding experiences w h i c h  
stretch and devel op t h e  1 eadership capabil i t i e s  of i t s  women. 

2. Key elements o f  1 eadership such as  t h e  "group" and t h e  "goal I f  a r e  
well defined i n  t h e  m i l i t a r y .  

3. T h e  management focus o f  t h e  modern mi l i t a ry  increases avenues of 
advancement f o r  women. 

4 .  The mil i t a ry  as an i n s t i t u t i o n  i n  t r a n s i t i o n  has increasing avenues 
of advancement fo r  women, 

5 ,  A clear and f a i r  promotion sys tem increases leadership poten t ia l .  

P i  t f a l l  s 

1 . Gender s t e r e o t y p j  ng both from above and be1 ow reduces 1 eadershi p 
ef fec t iveness  . 

2 .  T h e  t r ad i t i ons  of t he  "male oriented" armed forces results i n  
resi stence t o  female 1 eadership. 

3. Past  policies discouraging f e m a l e  pa r t i c i pa t i on  has l e f t  ve ry  f e w  
women ral e model s i n the  h igher  ranks. 

4 .  The responsibilities a s s o c i a t e d  w i t h  o t h e r  l i f e  ro les  (wife, mother) 
make l e a d e r s h i p  more d i f f i c u l t .  

5. Combat r e s t r i c t i o n s  make avenues o f  advancement more l imited.  

Clearly,  the  resul ts  do not touch on a1 1 aspects o f  1 eadership. They 

do,  however, represent exploratory hypothesis t h a t  cauld be tested in a 

1 arger study. 
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