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Executive Summary

Successtful leaders at the strategic, operational and tactical level have always applied the
process functions of management. The destiny of this theory is similar to the destiny of theories
of strategy and leadership. Nowadays, none of them are exclusively military theories. The very
fact that they have been applied in different fields of human society has contributed to both
their theoretical and practical improvement. It is impossible, at the current time, even to think
about the managing of a defence system of a country or alliance without the synchronised and
unique engagement of civilian and military structures. If they want to keep pace with political,
economic, military and other trends, they have to follow the latest achievements in the field



of strategy, leadership and management. They must also be familiar with certain problems,

they have to completely understand them and their way of acting must be in accordance with

that knowledge. This will provide them with a new and precious experience. That is why the

main objective of this paper is to emphasise that the iterative character of management gives
strong support to the aforementioned principle.

Introduction

JIn a well organised system, even an average person can
achieve more than average results; in a badly organised
system even an above average person cannot achieve average

i

resufts”’,

The contemporary challenges, risks and threats
that states and their armed forces face are totally
different from those which existed in the past. Hard
power gives way to different forms of soft and smart
power. The characteristics of contemporary conflicts
are asymmetric warfare and the domination of non-
contingency operations over contingency ones.
In some, the adversary is not physically visible, for
example when he appears in the form of diseases
and epidemics. Natural catastrophes, man-made
and industrial accidents that can be considered as
possible adversaries can be impossible to manage.
All these issues can cause serious problems for
contemporary military leaders at all levels, especially
at the strategic and operational level as the highest
levels of responsibility.

Armed forces too have changed. As a dynamic system
they have under gone numerous and significant
changes during their development.
Managing elements and the managed objects
which are the basis of the skeleton of each and every
system and subsystem of management have also
been exposed to revolutionary changes. The need
for their further improvement and harmonisation
with progress in the world in which they exist in is an
imperative for the leading structures of society. The
establishment of an appropriate strategy, the finding
of solution for a more efficient way of managing,
as well as finding leaders capable of carrying it out,
are some of the most important tasks of managing
structures within a society.

historical

This paper explores the contribution of management
theory to military leadership at the strategic and

1 Zivko Dulanovi¢, Management — Process of organizing
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operational level. The main questions addressed are:
Whatare the currentattitudes related to understanding
the essence of the relationship between leadership and
management? What demands are put upon military
leaders at the strategic level? What are the possibilities
of the application of the theory of management
in the field of military leadership? Which problems
have appeared as a result of ignoring the theory of
management in the field of military leadership?

The possible sources of information relating to the
aforementioned fields are primarily general theories
on strategy, leadership and management. There is no
doubt that military organisation is the link connecting
these three important theories. It can be said that all
three theories have their roots in military organisation
and they have been created as a result of long lasting
research and dealing with the army by eminent persons
throughout the history of human development.

The roots of strategy can be found in military
science, but it is widely applied in various fields of
human action. The results of its theory, as well as
the experiences from its plentiful practice, are used
in politics, the economy, public services and other
areas. Contemporary strategy is not only military
theory. It does not only deal with war waging but also
deals with the pre-war and post-war periods. All the
aforementioned facts clearly show that strategy is
not a simple theory giving static rules and principles
in a special area, but that it is a flexible theory
which provides conditions and pushes us to think
more creatively. | consider strategy as an organised
approach based on the unity of theory and practice
and directed to solving certain problems. There is
no doubt that it is, at the same time, the art and skill
of finding the basic drivers of a system, managing
the drivers and directing them in a way that will
completely exploit one’s own advantages, as well as
the competitor's disadvantages, in order to achieve
the desired goal.

There are almost as many different definitions of
leadership as there are persons who have attempted



to define the concept. As Adair? points out, leadership
means that a person is able to lead other people, to
direct them to follow him, to give tasks and orders,
and to coordinate them in achieving their aims. In
my opinion, leadership is a very complex concept
which is composed of three basic parts: the necessary
possession of certain features, qualities and skills, the
desire to be more successful than others competitor
and the capacity to be a leader in an organisation
based on informal rather than formal authority.
Generally speaking, the function-power in the
army comes out of rank but when a military leader
is considered, it must come out of his knowledge,
personal characteristics and his acts.

If properly applied, management theory can be
a powerful weapon in the hands of a modern leader
at all levels of responsibility. The basic functions of
management are: prediction, planning, organising,
managing resources, directing, coordinating and
control. In contemporary conditions of conflict and
with new military and technological achievements,
organisational and expert functions become more
significantinrelationtocombatfunctions.Theconcept
of the commander holding a sword in his hand and
leading his soldiers to attack is part of history. The role
of an officer as a strategist, the organiser of a complex
situation, as well as its commander and expert, has
become more and more important. To be good at his
roleas strategist, manager and leader, he must possess
theoretical knowledge, organisational capabilities
and readiness to keep pace with contemporary
achievements in that field.

It is clear that strategy, leadership and management
are the most complicated and, at the same time,
the biggest challenges for modern military leaders.
Although the theories of strategy, leadership and
management are three separate concepts, they are, at
the same time, fields of human activity which overlap
and support each other. The aforementioned theories
are very successfully applied today in various fields of
human society because they offer enormous potential
thatcanbeadequately appliedin practice. Allattempts
by experts till now to keep these theories conceptually
separate have caused some disorientation in practice

2 John Adair, Effective Strategic Leadership (London, Pan
Macmillan Ltd., 2002), p. 84-86.

and have serious consequences in the majority of
contemporary armies.

Current attitudes related to
understanding the essence of the
relationship between leadership and
management

JSuccessful management is readily measured against
objective criteria but commanders are not leaders until their
position has been ratified in the hearts and minds of those they
command™

At the very beginning of the consideration of
the relationship between the theories of military
leadership and management, | would like to stress
the fact that military leaders and managers had
existed before the theories emerged. Those leaders
were people whose very birth gave them some
predispositions, which came to the surface at theright
time due to their being above average performers in
their environment. In the course of human history,
there were people at certain times and places
who were, thanks to their personal characteristics,
qualities and skill, the first among equals and they
successfully led their respective organisations. There
were also people living in the same conditions who
had great feeling and ability for planning, organising
and managing different systems. It often happened,
especially when members of military organisations
were concerned that some of them simultaneously
belonged to both groups. The researchers used both
groupsasa unique example of the developmentofthe
theory of leadership as the older and longer studied
scientific discipline and the theory of management as
its faithful satellite which develop at the beginning
of the 20" century. | believe that no one group of
explorers essentially wanted to develop two separate
theories having nothing in common, but their aim
was to create the basis for further improvement of
each. | understand their efforts as a precious heritage
which should enable us to always avoid starting from
sthe very beginning’, and to perfect leadership and
management as a guide for those who are obviously
naturally gifted.

3 leadership in Defence, (Shrivenham: Defence Leadership
Centre, 2004), p. 6.




Itis the nature of a human being that he always needs
somebody who will lead him; to have somebody who
will help him to solve problems of disorientation
and uncertainty. That is why this phenomencn was
something researchers were concerned with from the
beginning of human society. As already emphasised,
thefirst case studies of leaders mostly belonged either
to the political or the military establishment and these
two fields used to be, and still are, dominant in the
research of Adair, Joyner, O"Neil and other researchers.
Adair* points out three basic approaches to defining
leadership - qualitative, situational and functional.
All three are acceptable and still applied. Depending
on the approach, the first ones to be analysed and
considered are qualities, personal characteristics or
skills of contemporary leaders. Adair, who himself has
analysed and established 64 leader characteristics
gives the example of Professor Bird from the USA
who has found 79 characteristics®. A very interesting
detail appearing in the survey is that the most
often mentioned characteristics are initiative and
intelligence. All the approaches consider knowledge
as one of the most important characteristics of
a modern leader. Consideration of leaders at the
strategic and operational level insists on generic
knowledge as the result of long standing experience.
Adair® adds that the other significant fields of
knowledge are team work with advisers and selection
of appropriate advice, as well as being familiar with
the decision making process. After detailed analysis of
all the aforementioned approaches, it becomes clear
that a leader must be very familiar with the functions
of planning, organising, and managing human
resources as well as the control function. The leader
can have knowledge accumulated in these functions
if he has applied managementin practice as a process
at the tactical level.

In its attempt to emphasise specific features of the
relationshipbetweenleadershipandmanagement,the
author of Leadership in Defence introduces a separate
new concept - command’. It seems as if this can
cause problems in making the distinction between
leadership and management. Considering Henry
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Fayol's establishment of the theory of management
in 1916, Jovanovic® stresses commanding as one of
the process functions. It was Fayol who enormously
contributed to the understanding of commanding as
one of the process functions, not as the mere giving
of commands but an extremely complex activity
between superiors and subordinates. Since this word
sounded too, military” (understandable given that the
theory was mostly based on the successful functioning
of a military organisation), it was replaced with the
word directing. It is possible that the latent opposition
between the civilian and military structures was the
onewhich caused thecreation of differentapproaches.
In spite of these facts, | think that both sides are today,
more than ever, directed to each other in solving the
problems at the operational and strategic level and
that is why they must use the achievements of both
theories in the best possible way. When considering
the three aforementioned concepts, the authors of
Leadership in Defence claim that the joining of the
knowledge and skill of both leader and manager in
one person is enormously important®. This approach
is a good starting point for the correct understanding
of military leadership at the strategic and operational
level.

Continuing the analysis of the relationship between
leadership and management, the authors of
Leadership in Defence, emphasise that these two
components lead to successful command and | would
like to add that they also lead to the formation of
a successful commander. Their conclusion on the
need for a harmonised balance between leadership
and management in the authority of leader is very
important when one analyses experiences in different
situations. It is as clear as day that there is not even
one military organisation in the world which can have
different groups of officers for peace and for conflict
situations. According to the authors of Leadership in
Defence, the specific attributes of these categories
are shown separately, but at the same time an
obvious truth is presented - ,Leadership, therefore,
complements management, it does not replace it""°.
| strongly believe that the clear relationship between

8 Petar Jovanovic, Management — Development theory of
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these two theories can be shown as in figure 1. Figure
1 shows the phases of the process which strategic
leadership essentially deals with, in the process of
formulating and implementing strategy according to
Freedman & Tregoe'', as well as the functions of the
process of management according to Jovanovic¢'
Figure 1 on one side also presents the relationship
between the desirable attributes of a leader listed by
DLC™, and on the other side the desirable attributes
of a manager according to Jovanovi¢'. In conclusion,
it can be said that both of them have a lot of common
desirable qualities and capabilities, as is shown
inside the overlap of the circles. It really is possible
for a leader to be successful at all levels of decision
making if the leader and manager functions are well
developed and united in one person. A special quality
can be expected at the operational and strategic level
as a result of generic knowledge in the course of the
development of a leader’s career.

In all approaches to leadership known so far, their
psychological, sociological, physical
characteristics have been emphasised; necessary
features, qualities and skills have also been stressed
but the importance of managing various resources
has not been completely defined. It is important for

and other

every organisation to have a capable leader, butit also
very important to have a whole team of supporting
experts who should be managed in a proper way.
According to Joyner', it is a fact that these two
theories - of military leadership and management
are two separate concepts, but they are at the same
time two fields of human activity which overlap and
support one another. Firstly, they have many qualities
and capabilities in common. Secondly, they both deal
with the extremely complex and demanding process
of an iterative character. That is why leaders must be
familiar with all the secrets of qualitative analysis;
capable of creating a vision based on rich experience;
know how to plan and organise their activities as well
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as the activities of the teams they work with; be able to
direct these activities towards the desired objective;
know how to select and manage the driving forces of
an organisation; and be able to control themselves,
other people and the very process as a whole.

When talking about the distinguishing characteristics
a modern leader must possess, initiative and generic
knowledge are the key “cross-overs” between political
and military leaders at the strategic level. Special
attention must be paid also to individual responsibility
based on general and expert knowledge concerning
the things that have been done and those that
have not been done. Every failure made at this level
can have fatal consequences for the system and its
functioning.

Figure 1 - Common attributes of leaders and managers
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Demands put upon military leaders
at the strategic level

»1o understand where you are and where you intend to go, you
must begin by understanding where you have been”

The role of leaders at the strategic level in
contemporary conditions has significantly changed
in relation to that in the period of the cold war due to
new challenges, risks and threats. The short period of
the uni-polar world in mankind’s history at the end
of the 20* and the beginning of the 21% century, as
well as the (re-)appearance of new (old) great powers
in international relations, additionally complicated

the situation concerning the strategic thinking of

Decision Making and Taking

Professional Knowledge

MANAGEMENT







