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Abstract 

The study addresses the question of whether men and women officers in the British 
Army lead in different ways. The research methodology adopted was 
phenomenological. The research methods included Repertory Grid and Critical 
Incident techniques and were conducted through a semi structured interview format. 
The research population was identified as the Defence Academy of the UK. The 
interview sample was designed on a non probability basis, and identified twenty four 
informants across the combat arms, combat support and combat service support areas. 
The sample was split equally by gender, and the rank profile was largely at the level 

of Major and Lt Colonel. As a consequence of the design, the study makes no claims 
in the area of generalisability. However, the aim was to identify a nomothetic model 
of leadership from the data. 

The literature review located a rich and varied landscape of theory with the concept of 
transformation/transactional leadership being identified as highly influential. There is, 
in addition, an emerging body of research on gender and leadership. This has found 
limited evidence that women, in a situation of congeniality, have a predisposition to 
practice a transformational leadership style. My findings were that the Army has a 
pronounced androcentric culture, with women officers barred, by policy, from filling 
the high status close combat roles critical for promotion. I found that the women 
interviewed did not consider the Army context to be congenial for them. Possibly as a 
consequence, they constructed a leadership model that differed from men, particularly 
in the area of own gender management. 

To identify this gender distinction, I constructed from the data a Military Leadership 
Factor model (MLF) that covered both men and women. The factors identified differ 
from transformational and transactional theory in key areas. It identifies, for example, 
the absence of change management as a construct of military leadership but finds a 
strong emphasis on the construct of professional competence. The study reflects on 
why this might be, and concludes it derives from the unique nature of the military 
task. The issue of power emerged from the data and the study examines critically the 
extent of the power that a military officer can exercise and the impact this has on the 
MLF model. 

The study concludes with a number of policy suggestions for the British Army and an 
outline of further research to test the study's finding on a more statistically 
representative sample. 
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"Leadership is just plain you ". 
Field Marshall WJ Slim ls" Viscount Slim (1891-1970) 

Chapter 1 Introduction 

Slim is a respected figure in the tradition of the British Army, particularly for the tough 

campaigns he fought against Japan in Burma in World War 2. After the war he became 

commander of Allied Land Forces in South East Asia. Dixon (1976: 341) says he was: "[.. ] 

loved by his army perhaps more than any other commander has been loved by his men since 

Nelson". His views on leadership are still taught and analysed in the British Army. In this 

work, I aim to unpack the detail behind his simple definition. I plan to test academic theory, 

and develop comparative models of how men and women officers construct contemporary 
leadership in the British Army. 

I will show that leadership is the zeitgeist of contemporary working practice, and also an area 

of developing academic focus. As a phenomenon, it has moved out of the military, across and 
into commerce, and the rest of the public sector. The Prime Minister recently refreshed the 

Government's approach to public service reform, and talked about the need for: 

Strengthening leadership, particularly inspirational leadership, by bringing 
in and developing talent. Leadership quality is closely correlated with 
organisational performance. 

(CAB 2006: 11) 

In the private sector, job adverts for company Chief Executive Officers (CEOs), and their 

senior managers, invariably call for leadership qualities, frequently conflating this with an 

ability to envision and lead transformational change in their organisation. Academics seek, 

through research, to distil the properties of leadership into simple and replicable formulae. To 

support this work, Centres in Leadership have been established in Higher Education (HE), for 

example at Exeter and Lancaster Universities. Hughes (2006 : 45) comments that consultants 

then move in to operationalise the ideas of gurus in fields such as leadership but without 

making their knowledge base explicit. The publishing industry is also alert to the commercial 

potential of the leadership market. Writers such as Peter Drucker (1973,1996) and Stephen 

Covey (1989) sell strongly, and not only in airport bookshops. High profile leaders such as 

Rudolph Giuliani (2002) write best sellers on `how they did it'. 

As interest in the field has grown, so has the complexity of the topic. A clear bifurcation has 

been identified by leading thinkers, between leadership and management (Kotter 1990). In 

turn, the phenomenon of leadership has been sub divided into many areas of separate study such as 

distributed, charismatic and post heroic leadership. The question of whether leadership is gendered 
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is one of these separate fields of study. As this work will show, there is emergent evidence 
that women have a predisposition to a transformational leadership style, in contemporary 

management situations. 

Study Value 

This work has its origins in my role at Cranfield University which involves close working 

with the military at the Defence Academy of the UK (DAUK). DAUK has a key role in 

providing training and education for middle and senior ranking officers in the British Armed 

Forces. Cranfield University has an established campus at DAUK to deliver academic 

programmes across a range of disciplines, including my field - management. Management is 

a relatively new discipline for the military - indeed in some quarters it is still a pejorative 

term. However its study is becoming more popular. This is because one post Cold War issue 

confronting the UK military is the impact of New Public Management (NPM). NPM is an 

ideology (Hood, 1991), (Pollitt, 2003) that business practice, formed in the crucible of 

competitive markets, is both relevant and has utility for the public sector. (Newman, 2000) 

defines NPM as: 

[.. ] a series of reforms which reshaped the relationships between public 
and private sectors, professionals and managers and central and local 
government. Citizens and clients were recast as consumers and public 
service organisations were recast in the image of the business world. 

(Newman 2000: 45) 

In my work on NPM and its impact on the military, I have isolated some key distinguishing 

features of the military organisation compared to commerce. These includes issues such as: 

organisational structure, rank structure, career paths, dichotomy between officers and other 

ranks, living arrangements, and the employment policy for women. 

Commerce, which originally drew most of its ideas on organisation and structure from the 

military (Talbot 2003), has moved on in all these areas. Organisational structures have been 

simplified and delayered. Individuals now are responsible for their own career development, 

and distinguishing features of the management cadre have progressively been eliminated. The 

legal battle over equal rights for women has long since been won, although it is clear that 

genuine equality has yet to be achieved across the board. 

Of course, from a managerialist viewpoint, there are some obvious distinctions in the military 

organisation. One is that, in conventional terms, it has no customer in the way that business 

and other public services such as health and education have customers. A key dynamic is thus 
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absent unless, reductio ad absurdum, the enemy is treated as the customer. Its legitimate use 

of lethal force on a global scale is unique in Britain. But how well does society understand the 

military, and how far is society prepared to tolerate differing value systems and practices in 

the military? Negative public reaction to the alleged suicides of new recruits at Deepcut and 
the ongoing trials of soldiers accused of war crimes in Iraq give a clue to this. Not very far, 

and getting less. 

In the military, particularly the Army, the position of women is problematic. To begin with, 

they form a relatively small proportion of the headcount. According to the MOD Defence 

Agency for Statistical Analysis (DASA), only 7% of the Army workforce is female (MOD 

DASA 2005). The culture is heavily androcentric. As evidence for this, MOD and the Equal 

Opportunities Commission (EOC) recently released a joint report (MOD 2006) on sexual 

harassment in the Armed Forces. A headline statistic was that 99% of the Service women who 

responded had experienced sexualised behaviour within the previous 12 months. It is also 

close to unique in that it can legitimately discriminate against women (MOD 2002) by 

refusing them access to key career appointments. These are termed `close combat' roles in the 

Infantry and Royal Armoured Corps (RAC). As the study will show, these are the roles the 

Army values highest. My work on the role of women in the Army will therefore explore the 

extent to which this policy has a genuine basis in operational requirements. 

The study will also examine the idea of a time line. I will review the history of women in the 

British Army as well as the changing nature of the defence task. I will show (Kampfner, 

2004), that Britain's use of armed force has increased, particularly under the current 

Government, and also the nature of conflict has changed. Conflicts are now interventionist in 

nature, relatively small scale when compared to Cold War scenarios, and the area for 

engagement is largely urban, or in terrain where direct engagement is rare. The term for this is 

`asymmetric warfare' and a prime example is the current conflict in Iraq. One consequence is 

that women, although excluded from combat roles, are increasingly exposed to similar levels 

of danger as their male colleagues. 

Context and scope of study 
I have chosen to study the issue of leadership and the role of women in the context of the 

British Army and specifically the officer cadre. I have chosen the Army because it is the 

largest of the armed forces, and also has the most discriminatory policy against women. 

Currently, as the study will show (MOD 2006a), only 67% of Army posts are open to women. 
This compares to 71 % for the Royal Navy and 96% for the Royal Air Force. 



I have chosen the officer cadre, and particularly middle ranking officers, partly through 

reasons of access. My work at the DAUK affords me privileged access to what is otherwise a 

closed and tribal organisation. It simply would not be practical to extend the study to involve 

other ranks. However, in terms of accessing views on leadership, I feel this stratum of the 

population has valuable lived experience of leadership. They have a strong stake in the 

organisation because of their career path. They will also have had extensive experience, not 

only of leading, but also of being led. 

So, taken together, I have foreshadowed a potential situation where the Army, by 

discriminating against women, is depriving itself of a valuable leadership resource which, 
ironically, could be better able than men to deal with contemporary tasks and challenges. I 

now move to my principal research question (P1) and supporting objectives (SOs). 

Research Question 

The British Army - do men and women officers lead in different ways? (P1) 

I designed this question to provide focus; it requires me to be objective in a highly emotive 
area, and will enable me to take a theory led approach. The research will identify how 

leadership is constructed both by men and women and examine whether there are 
substantive differences. In doing this it will provide input to the broader question of how 
leadership in the Army overall is constructed. 

In articulating this primary question, I need also to define a number of supporting 

objectives or questions (SOs). Most of these supporting objectives refer to the context in 

which I will conduct my research: the officer cadre of the British Army. 

Supporting objectives are therefore: 

- SO1; what is the current position for academic theory on leadership, and 
leadership and gender? 

This objective will enable me to conduct a Literature Review and search to gain 

clear underpinning knowledge of the current academic landscape, and also to 

ensure that there is no overlap with previous research. My preliminary research 

has identified evidence emerging that women demonstrate a more effective 

leadership style. I will develop that further and this objective will also enable me 

to identify an existing conceptual framework that I can use to inform my 

research. 
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S02; what is the history and current context of the MOD and in particular, the 
British Army? 

This objective will enable me to understand better the context of my research. 

Things generally are as they are for a reason. However, to understand the `why' 

of a situation requires internal knowledge; the Armed Forces is a complex 

mixture of structure, organisation, culture and working practices that I need to 

engage with to gain that insight. 

S03; what is the history and current context for women in the British Army? 

As with S02, this objective will enable me to understand better the context of my 

research. It will also enable me to assess the idea of a time line. This will identify 

the extent of any change process in the position of women in the Army. I will 

also examine whether women enjoy a congenial situation in the British Army. I 

comment earlier that there is evidence emerging of women demonstrating a more 

effective contemporary leadership style. However there is a caveat to this which 
limits the effect to situations where women enjoy a congenial context. I will 
therefore need to assess the extent of congeniality before interpreting my research 
data on leadership styles. 

S04; does the current Army policy, which bars access by females to close 

combat roles, remain valid? 

Given that my research is managerialist in nature, then this is where part of the 

value of the study lies. In some ways it is an integrating objective. My aim is to 

capture and evaluate the strength and basis for the current policy and identify any 

constructive change that could be further examined. 

Study Structure 

The study structure will involve a conventional format. Following this introductory chapter, 

subsequent chapters are as follows; 

Chapter 2 Literature Review 

This examines firstly the contextual issue of NPM. I then look at the history of academic 

thinking on leadership and examine what is termed new paradigm leadership theory. I then 

look at the field of gendered leadership. From this chapter I identify the Alimo-Metcalfe and 
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Alban-Metcalfe (2003b, 2005) transformational leadership model (TLM) as the conceptual 
framework that I subsequently use to inform my research design and analysis. 

Chapter 3 The Defence Context 

This looks at the role and governance of the MOD, together with key policy documents such 

as Defence White Papers. It then examines the organisation of the MOD, in particular the 
Army's culture and its organisational and rank structures. This section includes empirical data 

on employee numbers, including gender breakdown. Finally, the chapter reviews the role of 

women in the Army, and the emerging phenomenon of feminisation of the military. 

Chapter 4 On methodology, methods and design 

This chapter examines the broad topic of academic research in social sciences and the 

choices that researchers need to make on methodology. I have elected for a phenomenological 

approach, given the nature of the research area. I describe and justify the research methods I 

adopt, in particular my choice of Repertory Grid and Critical Incident techniques. Finally I 

outline my approach to research design and research analysis. Although I am aiming for a 

valid and reliable research outcome, and one that is essentially nomothetic, the small scale 

nature of my research means that I will make no claim for generalisability. 

Chapter 5 Findings 

In this chapter I report on my research analysis and findings. The study generated a 

significant quantity of rich qualitative data and, from the Repertory Grid method, a large 

quantity of quantitative data. In broad terms, I find that the data from my sample disconfirms 

the TLM and I then move, through a grounded theory approach, to develop a separate model 

of military leadership. I term this the Military Leadership Factor (MLF) model. I do find from 

my sample that military leadership models are gendered; in particular the data supports 

existing research that women in such a male dominated environment, have to develop a 

strategy for managing their gender. This means that, to avoid sanctions, they need to 

understand and minimise impact of their gender on operational situations. 

There is also some evidence from my interviewees that, given the opportunity, women 

display individualised consideration -a key component of new paradigm leadership theory. I 

also identify the importance of power in military leadership and the potential for abuse of that 

power. I identify an embryonic power/abuse model. Regarding the current policy on 

restriction of woman to non combat roles I identify more support for this from the men I 

interviewed than the women. However, most interviewees expressed strong concerns about 
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the physical nature of Infantry work. Interestingly, there was significant agreement both by 

men and women that the current exclusion of women from the RAC needs to be revisited. 

Chapter 6 Conclusions 

This final chapter covers conclusions on my research question and supporting objectives. It 

also covers a reflective element on my research design, and my experience as a researcher. I 

provide policy suggestions that the Army might examine to deal with some of the issues 

identified. I also suggest areas for further study. In particular, I suggest that wider research is 

required, both to confirm my findings amongst the officer cadre, but also acknowledging that 

there are other perspectives on leadership to be researched. An important example of this 

would be the view of ranks other than commissioned officers. I also suggest that further 

research on my embryonic power abuse model would have broad relevance and utility. 

To summarise then, in this Chapter I have defined my research question and supporting 

objectives. These will bound and focus my study in this complex field. My aim is also to 

generate a salient input to this dynamic area of academic research. However, I would stress 

my study is planned on an inductive basis and focuses on a relatively small proportion of the 

overall population. It is thus exploratory in nature. I will now move to the first substantive 

chapter, which is the Literature Review. 
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The greatest part of a writer's time is spent in reading, in order to write; a man may 
turn over half a library to make one book. 

Dr Samuel Johnson 1709-1784 

Chapter 2 Literature Review 

As Dr Johnson observed, one has to read before one can write. As compiler of his great 

Dictionary of the English Language (1755), he was more aware of that fact than most. The 

purpose, and importance, of the literature review in a dissertation has been examined by many 

writers in the field of research methodology. Hussey and Hussey (1997: 109) describe it as an 

"analysis that helps you improve your knowledge of the literature on your chosen research 

topic as well as helping you identify a gap which will become the niche for your own 

research". Bogdan and Bicklen (2003: 157), in commenting on the utility of exploring the 

literature, say that ".. going through the substantive literature in the area you are studying will 

enhance analysis". Easterby-Smith et al (1991: 145) put it more bluntly: "Researchers.. . need 

to display a knowledge of the literature in their chosen field". 

Other writers stress the importance of critical analysis of the literature. Remenyi et al 

(1998: 65) comment ".... the literature should be critically evaluated and not just accepted on 

face value". Jankowicz (2000: 159) defines the literature review as "a description and critical 

analysis of what other authors have said on material relating to your topic". Finally, the 

review should also identify the most appropriate concept model or academic framework to 

use subsequently in the research design and analysis phase. As Remenyi et al (opt cit: 25) say: 

"By the end of the literature review, the candidate will have.. prepared a conceptual model 

that describes the key variables relating to the phenomenon being researched.. " 

The aim therefore of this chapter is to conduct a limited literature review into the 

phenomenon of leadership. It requires bounding because it is an area of significant academic 

interest. Dubrin (2001: 3) says that 35,000 research articles, magazine articles and books have 

been written about leadership. I will start by briefly examining the contextual issue of NPM in 

the UK public sector, and its link to leadership. This is an important issue in my research 

because it is a key, and frequently dissonant, influence shaping MOD policy and, to an extent, 

its culture. I will then look at the fundamental issue of whether leadership has utility and 

hence, its importance. 
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I then trace certain key lines of academic thought on the phenomenon. I focus on the theories 

of trait, contingency and new paradigm thinking on transactional and transformational 

leadership. I examine contemporary work done on leadership and gender both in the USA and 
in the UK; in this section I am seeking also to demonstrate that the field of research is 

complex, diverse and expanding. I conclude by suggesting that the 

transactional/transformational model of leadership is best suited as the conceptual framework 

to inform the design and analysis stages of my research. 

New Public Management (NPM) 

The phenomenon of the ̀ new managerialism' or NPM in the UK Public Sector has been well 
documented (Hood 1991). Defined by Pollitt (opt cit: 32) as ̀ a programme of reform' and by 

Dunleavy and Margetts (2000: 13) as ̀ disaggregation + competition+ incentivisation' it has 

been embraced with as much enthusiasm by the current Government as it was by the last. 

Morris (2002: 819) sees it as the `adoption of systems of management based on private sector 

organisation and practice and integral to the accountability requirement applied to the public 

sector by the Thatcher government that came to power in 1979'. Laffin (1998: 6) says that 

post 1987, "the Government's policy shift to apply market principles to the delivery of public 

services.. . 
has moved public service structures in a post-bureaucratic direction". Hoyle and 

John (1998: 158) in the context of educational reform, say that the reform process "will 

continue to be underpinned by the language and practice of what Habermas has termed 

`instrumental rationality', a belief in the power of management principles typified by 

technical and scientific power". This ideology has led, logically, to an examination of the 

relevance of leadership in the sector. In March 2001, the Performance and Innovation Unit, 

part of the Prime Minister's Strategy Unit, published a research paper entitled Strengthening 

Leadership in the Public Sector. In welcoming the paper, the Prime Minister Tony Blair said: 

Leadership is a key factor in any large organisation. This is especially true 
in the public sector - where leaders are being asked to deliver more modern, 
efficient and dynamic services at a time of great social and technological 
change........ I want to see more being done to develop and support effective 
leadership across the public sector as a whole. 

(CAB 093/01) 

Although the context of the report was education, health and local authorities, each key sector 

was asked to review their stance and policy on leadership. Several sectors, have now 

established centres for leadership. For example the Education sector has set up the National 

College for School Leadership and the Leadership Foundation for Higher Education. Local 
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Government has a Leadership Centre for Local Government (LCLG). The National Health 

Service (NHS) as a result of the 2000 NHS Plan set up the NHS Leadership Centre. The 

Defence sector has also created a Defence Leadership Centre (DLC) which will be examined 
in more detail in Chapter 4. It is ironic that the Armed Services, in which the concept of 

leadership has been established longest, have now been required by Government to improve 

their conceptualisation and education of the phenomenon. As an example of its longevity, 

Sun Tzu's classic the Art of War, written 2000 years ago, focused on military leadership. He 

articulated the five virtues that a general requires as; wisdom, sincerity, humanity, courage 

and strictness (Griffith 1963: 65). More recently (CAB 2006) the Prime Minister's Strategy 

Unit has continued to reinforce the role of leadership with their discussion paper on Public 

Service Reform. Gus O'Donnell, Cabinet Secretary, (2006) at the launch conference for this 

event said: " we need excellent leaders at all levels" and, using NPM rhetoric, continued that 

"we must ensure that leaders focus on delivering final outcomes not just their own often 

intermediate targets". 

Avolio and Bass (2002), in a North American context, capture something of the relationship 

between NPM and Defence. They quote an interview with Colin Powell, the former US 

Secretary of State and a retired four star US Army general, in which he stated: 

We the military are a hierarchical environment and always will be. We have 
the power of coercion because we ask people to give their lives. But at the 
same time we are quite similar to industry. We are big on empowerment, and 
are big on communicating vision down to the last soldier, sailor, airman, or 
Marine. The fundamental principles of leadership and qualities we look for 
in our leaders are very parallel to what industry needs to look for. 

Avolio and Bass (2002: 18) 

Moving now, from the context of NPM, to leadership theory itself, I will consider the relative 
importance of leadership. 

Is leadership important? 

Leadership, as many authors and commentators have said, is a simple and ancient concept, 
but one that is challenging to conceptualise. Mintzberg (1989)captures the frustration of 

studying the phenomenon when he says: 

It is ironic that despite an immense amount of research, managers and researchers still 
know virtually nothing about the essence of leadership, about why some people 
follow and others lead. Leadership remains a mysterious chemistry; catchall words 
such as charisma proclaim our ignorance. 

Mintzberg (1989: 51) 
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Dubrin (opt cit) says the study of leadership assumes that leaders affect organisational 

performance. He observes that it is a common response to major organisational problems to 

replace the leader. Khurana (2002) comments on the same phenomenon and touches on the 

issue of charismatic leadership: 

Perhaps the most fundamental - and fundamentally irrational -attitude [.. ] is the 
belief in charismatic authority itself. The attraction of charismatic leaders is that they 
promise a solution to all of our problems if we only follow the leaders with 
unwavering certitude 

Khurana (2002: 207-208) 

Collins and Porras (2005: 32) support this and comment that: "a high profile charismatic style 

is absolutely not required to successfully (sic) shape a visionary company". Dubrin (opt cit: 8) 

also critiques assumptions on the importance of leadership, and introduces the idea that it has 

a smaller impact on organisational outcomes than do forces in the situation. He suggests three 

major arguments against the importance of leadership. These are: substitutes for leadership, 

leadership irrelevance and complexity theory. The substitutes for leadership argument 

suggests that competent leadership is not essential in all situations, and incompetent 

leadership can be counterbalanced by certain factors or substitutes for leadership in the work 

situation. These could, for example, be closely knit teams or self managed groups, intrinsic 

satisfaction that provides a high degree of motivation, enabling technology and strong 

professional norms. 

Leadership irrelevance is a theory put forward by Pfeffer (1977) who argues that factors 

outside the leader's control have a larger impact on business outcomes than do leadership 

actions. Furthermore, firms tend to choose new leaders whose values are compatible with 

those of the organisation. Leaders therefore act in ways similar to previous leaders. 

Complexity theory, also termed chaos theory (Gleick 1998), has as its thesis, that the 

environment and the organisation form such a complex system that the ability of any 
individual to understand fully the cause and effect nature of decisions or strategy is severely 

limited. Leaders are therefore unable to predict with any accuracy whether their business 

strategies will be successful - it is all a matter of chance. Napoleon required that his generals 

be lucky. 

Whilst there may be some merit in a sceptical approach to leadership, the reality is that the 

role and perceived importance of leadership is firmly established in the organisational, and 

public, psyche. This is because, as Yukl (2002) explains, organisations are complex social 
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systems of patterned interaction between people. In their efforts to understand and simplify 

organisational events, people interpret these events in human terms. One strong explanation 

of events is to attribute causality to leaders. They are viewed as heroes or villains who 

determine the fates of their organisation. If we examine history, particularly from a Judaeo- 

Christian perspective, it is characterised by the impact that strong visionary leadership is 

perceived to have had, whether religious, military, or political. In fact the aspect of religiosity 

in organisational leadership appears strongly in some analyses of US corporate success. 

Collins and Porras (opt cit: 115-139) comment on the requirement for the leader or founder to 

build a core ideology into their business. They use the term `clock building not time telling' 

to describe this. They devote a section of their work to the `cult like cultures' within 

successful organisations such as Nordstrom, IBM and Wal Mart. As an example, they quote 

(opt cit: 125) how `IBM has institutionalised its beliefs the way a church does'. 

The role of leadership in business and commerce originates in the 18th Century. This is 

because the Industrial and Agricultural Revolutions, and the Enlightenment movement, of the 

18`h and 19`h centuries combined to produce an age of unparalleled economic growth. Jay 

(2000: 183) states "The heart of the matter is twelve. Twelve is the factor by which real 

incomes per head nowadays exceeds that around 1780, in Britain and other countries that 

have experienced modern economic growth". The subsequent emergence, in the early 20`h 

century, of the large organisation (Drucker 1973: 3) as the main vehicle for wealth creation 

and employment, and the development of the competitive marketplace as the environment for 

conducting business, has put a premium on organisational leadership. Exceptional leaders are, 

by definition, rare. 

The private sector, particularly the investment community, track and analyse the alleged 

impact that such individuals can have on profitability. Jack Welch the recently retired CEO of 

General Electric (GE), had the reputation as the world's most respected CEO. This is because, 

according to Lowe (2001), he is credited with increasing shareholder value by a factor of 64 

in the period 1981-1999 and, in the process, making GE the largest company in the world. He 

states himself (Bennis 1995: 194) that "the effective leader leads through a vision, a shared set 

of values and a shared objective". GE (Welch 2001: 190) put in place a system of values 

including: "Prize global intellectual capital and the people that provide it-build diverse teams 

to maximise it" and also a 360 degree appraisal system that required managers to live those 

values. Each year (Welch ibid) GE rates its managers' performance against these values and 

their objectives. The lowest performers, or 10%, of the GE workforce, are fired not only 

because of poor results but also failing in practice to espouse these values. 

20 



Management and leadership - separate phenomena? 

There has been an extensive debate on whether management is a phenomenon distinct from 

leadership. Mintzberg (1973) positioned the leadership role as a subset of management. 

However subsequent commentators in particular Abraham Zalenik (1977) Warren Bennis 

(1994) and John Kotter (1990) have articulated a difference. Kotter distinguishes the two as 
follows: 

Good management brings a degree of order and consistency to key dimensions 
like the quality and profitability of products. Leadership by contrast is about 
coping with change [... ] the business world has become more competitive and 
more volatile [... ] Major changes are more and more necessary to survive and 
compete effectively in this new environment. More change always demands 

more leadership. 
(Kotter 1990: 104) 

Bennis (1994: 12) picking up on the same theme of change posits that: " the manager 

administrates, the leader innovates". Grint (2004) agrees the distinction but argues that it 

flows from the nature of the problems encountered and uses the typology of tame and wicked 

problems. Tame problems have a limited degree of uncertainty and are thus associated with 

management. Wicked problems on the other hand are `complex and intractable' and there are 

no right or wrong answers and require leadership to solve them. Interestingly for this study, 

he suggests development of a defence strategy, as an example of a wicked problem. 

So we can conclude that leadership is perceived to be important and conflated with 

management of change. Leadership study also tends to privilege the individual. This informed 

the traditional deterministic Western approach that leaders were born not made, and serious 

academic research into the phenomenon did not start until post World War 2. The next section 

will examine how some key lines of academic theory have developed. 

History of Leadership Theory 

The body of writings on classical leadership is extensive. Skinner (2000: 40) tracks a view 

from Plato to Cicero up to Machiavelli (1469-1527) which argued that leaders should possess 

certain virtues: wisdom, justice, courage and temperance. These should be complemented by 

qualities such as honesty, magnanimity, liberality and finally "to reach goals of honour and 

glory, we must always be sure to behave as virtuously as possible". Machiavelli's work 

notoriously marked a point of departure from this philosophy. He analysed the approach of 

contemporary leaders such as Cesare Borgia and Pope Alexander VI. In an approach that 
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foreshadowed complexity theory, he also examined the role of fortune in successful 

leadership. He argued that "any consistent attempt to cultivate the princely virtues will prove 

a ruinously irrational policy" (ibid: 42). He goes on state that "a wise prince will guided above 

all by the dictates of necessity: If he wishes to maintain his power he must always be prepared 

to act immorally when this becomes necessary" (ibid: 43). Rajan (2002) suggests that this 

work of realpolitik is still required reading today in leadership circles because it enjoins us, 

inter alia, to see the world as it is, not how we are, and not to confuse high morals with 

success. 

The issue of power is important in examination of leadership. French and Raven (1959) in 

their seminal work on social power identified a typology of power that derives either from the 

position that an individual holds, or their personal qualities: 

Positional power was further defined as being legitimate and able to reward followers and 

coerce them into following orders. 

Personal power was broken down into referent, or a quality that drew people to the leader or 

expert, the leader possessed information that could ensure a successful outcome to the 

enterprise. 

Northouse (2001: 5) uses a different typology and identifies assigned leadership, which is 

based on occupying a position within an organisation, and emergent leadership, where an 

individual is perceived by others as the most influential member of a group or organisation. 

It would be interesting to synthesise these two models and consider, in Chapter 5, where 

organisations fit and in particular where MOD and the British Army might fit. A suggested 

title for this is the Power & Leadership model (PLM). The model is given in Fig 1: 
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Power 

Personal Positional 

Assigned 

Leadership 

Emergent 

Fig 1 

In identifying a typology of organisations, Burns and Stalker (1961: 119-21) locate three: 

classical, organic and housework enterprise. They gave the characteristics of a classical 

organisation as one that demonstrated: 

- specialisation of tasks 

- coordination of tasks through hierarchy 

-a precise definition of rights and obligations 

- rights and obligations translated into responsibilities 

-a hierarchy of control 

- vertical communications and commands predominate 

On this basis, I suggest the Army has a close fit with the model of a classical organisation. 

Turning to leadership in a modern economic context, Stogdill's (1974) classic work 
Handbook of Leadership identified that, even thirty years ago, there was a multiplicity of 

leadership definitions. This remains the case. For example, Schein (1997: 2) defines it as "the 

ability to step outside the culture... to start evolutionary processes that are more adaptive". 

This locates leadership as being involved with monitoring the environment. Katz and Kahn 

(1978) position it as the influential addition over and above mechanical compliance with the 

routine procedures of the organisation, which conveys a visionary aspect to the role. 

Northouse (opt cit: 3) although acknowledging the many definitions of leadership, reduces the 

phenomenon to four themes: leadership is (a) a process (b) it involves influencing people (c) 

occurs within a group context and (d) involves goal attainment. 
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Modem research on leadership theory starts with the pioneering work conducted at the Ohio 

State University and the University of Michigan on effective leadership practice in the 1940s 

and 1950s (Dubrin Opcit: 90). The Ohio State studies identified two leadership dimensions 

that accounted for 85% of the variance in descriptions of leadership behaviour: initiating 

structure and consideration. Initiating structure is the degree to which the leader organises and 
defines relationships in the group eg by scheduling work and specifying procedures. 
Consideration is the degree to which the leader creates an environment of support and trust. 

Subsequent research found that the most effective leaders emphasise both initiating structure 

and consideration. 

Michigan University studied the behaviour of leaders of high producing units with those of 
low producing units. They identified two key approaches to leadership (Likert 1961). One, 

termed production-centred leaders, set tight work standards and prescribed work methods, 

whilst employee centred leaders encouraged subordinate participation in goal setting and 

other work decisions. A dominant finding of the studies was that the most productive groups 
tend to have leaders who are employee centred, rather than production centred. The value of 
these studies is the identification of the twin themes of task orientation and people orientation 

which recur in much subsequent theory. 

Yukl (opt cit: 11) identifies the key variables included in leadership theory as: characteristics 

of the leader, characteristics of the followers and characteristics of the situation. Hersey et al 
(2001: 79) have a similar analysis, but present it as a simple formula: L= f (1, gm, s). 

Leadership is a function of the leader, group members and other situational variables. Yukl 

(opt cit) classifies the theories and research approaches of leadership into five categories: the 

trait approach, the behaviour approach, the power influence approach, the situational 

approach and the integrative approach. By contrast, Donnelly et al (1992) postulate that there 

are three primary classifications of leadership theory: personal behaviour (PB), trait and 

contingency. Taking this simpler typology, I will briefly examine some concepts of PB 

theory, then examine trait and contingency theory in more detail. 

The PB category draws on the previously described work of the Ohio and Michigan studies. 

Three leadership models are classified as PB theories: Tannenbaum and Schmidt's (1958) 

"boss centred versus subordinate centred continuum" Likert's (1961) participative paradigm 

and finally Blake and Mouton's (1978) managerial grid. The scope and aim of this research 
does not permit a more detailed analysis of these models. 
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Trait Theory 

Trait theory, in broad terms, seeks to define those traits or attributes that differentiate leaders 

from followers. An individual who possesses them, or can emulate them, should be an 

effective leader. It has a long history and Machiavelli's work, as we have seen, has elements 

of the approach. This theory was popular in early - mid 201h Century, but waned as the magic 

formula proved elusive. Some revival has taken place with the work of Bennis (1984). He 

studied ninety outstanding leaders and their subordinates and identified four generic traits: 

Management of attention; the ability to communicate a sense of outcome, goal or 
direction that attracts followers 

Management of meaning; the ability to create and communicate meaning with clarity 

and understanding 

3 Management of trust; the ability to be reliant and consistent 

4 Management of self; the ability to know one's self and to use one's skills within the 

limits of one's strengths and weaknesses 

More recently, a line of research has focused not just on the relationship between an 
individual's intelligence (as measured by IQ) and leadership success, but also on the 

emotional and social components of an individual's makeup. The work has been popularised 
by the writings of Goleman (1996) and Goleman et al (2002) where the concept is described 

as Emotional Intelligence (EI). Intelligence has been redefined as multifaceted construct. 

According to Mandell and Pherwani (2003), two models of EI have emerged. The ability 

model defines EI as a set of abilities that involves perceiving and reasoning abstractly with 
information that emerges from feelings. The mixed model of EI, developed by Bar-On (1996) 

defines El as an array of non-cognitive capabilities, competencies and skills that influence 

one's ability to succeed in coping with environmental demands and pressures. He has 

identified five components of what he terms the Emotional Intelligence Quotient Inventory 

(EQ-i); `intrapersonal', `interpersonal', `adaptability', 'stress management' and, `general 

mood'. Mandell and Pherwani (opt cit: 389) comment that early research on the validity of 

the construct has been promising. 
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Contingency Theory 

Contingency theory builds on the work of the Ohio State and Michigan University studies. 
This theory is that there is no universal leadership approach. What is needed is for the 
individual to develop a range of possible leadership styles and have the ability to select that 

most appropriate to the situation. 

The contingent approach is strongly associated with Fiedler (1967). His theory was that "the 

effectiveness of a group is contingent upon the relationship between leadership style and the 

degree to which the group situation enables the leader to exert influence" (ibid: 15). His work 
developed a measurement instrument known as the Least Preferred Co worker (LPC) model. 
In broad terms he identified two groups: low and high LPC leaders. Low LPC leaders were 

very negative and rejecting about their least preferred co worker stating that they were 
"uncooperative, unintelligent, incompetent etc" (ibid: 44). A high LPC leader considered the 

person with whom he was least able to work as "still reasonably nice, intelligent, competent 

etc" (ibid: 44). His conclusion was that high LPC leaders were concerned with gaining 
prominence and self esteem through good interpersonal relationships. Low LPC leaders were 

concerned with achieving success on assigned tasks even at the risk of having poor 
interpersonal relationships. 

His conclusion was that "the appropriateness of the leadership style for maximising group 

performance is contingent upon the favourableness of the group-task situation" (ibid: 147). In 

other words, leadership effectiveness depends on the appropriate matching of the individual's 

leadership style of interacting and the influence that the group situation provides. He was 

pessimistic about individuals being able to change their style saying "it is almost always 

easier to change a man's work environment than it is to change his personality or his style of 

relating to others" (ibid: 255) but considered the value of his theory to be that group or 

organisational performance could be improved "either by changing the leader to fit the 

situation or by changing the situation to fit the leader" (ibid: 247). Yukl (opt cit: 21 1) 

comments that interest in the model has reduced over the years as better situational theories 

have developed and also because of the serious conceptual weaknesses of the model. 

Schriesheim and Klich (1991) comment that the LPC scale remains an instrument in search of 

construct validation. 

Building on the "people or production" work of Blake and Mouton (opt cit), Hersey and 
Blanchard's Situational Leadership Theory (1982) added the additional dimension, the state 
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of preparedness of the followers. Their work makes the obvious point that, to be a leader, you 

must have people prepared to follow you. In other words, leadership is not a singular 

condition but at least dyadic in nature. Vroom and Yetton's Normative Decision Model 

(1973) had earlier identified the role of followers. They posit that the characteristics of the 

leader are of less important than the two critical elements of the leader's decision: its quality 

and the degree of follower acceptance. These in turn are more heavily influenced by the 

situation. 

New Paradigm thinking - Transformational and Transactional Leadership 

Contemporary theories of leadership emerging from the 1980s have developed several 

strands. One strand focuses on the role of leader as a creator of culture. Peters and Waterman 

(1982) and Ouchi's Theory Z (1981) are seminal works in this area. The broad theory of this 

school is that if the leader can create an appropriate culture, typically one in which the 

follower feels empowered, then followers can self manage. Bryman (1996) uses the term new 

paradigm to describe the `leader as transformer' style of thinking that has developed from 

their analysis. Alimo-Metcalfe and Alban Metcalfe (2002a) comment that he draws an 
interesting distinction between the management of organisations in times of steady state, with 
leadership, which is essentially concerned with handling change; this supports the distinctions 

between management and leadership identified earlier by Kotter and Bennis. Goffee and 
Jones (2006: 24) reinforce Hersey and Blanchard's point that leadership is, at least, a dyadic 

relationship between leader and follower. They examine aspects of followership and identify 

that followers require four elements from their leader: authenticity, significance, excitement 

and community. They focus on authenticity, which they conceptualise as: 

displaying a consistency between words and deeds. Leaders who do what 
they say, who practice what they preach, are more likely to be seen as genuine 
and therefore authentic. They also display a consistent underlying thread and 
a "real self' that holds these separate performances together. 

(Goffee and Jones 2006: 16) 

Avolio et al (2004: 83), on a similar theme, comment that: authentic leaders: "know who they 

are, what they believe, and value and [.. ] act on those values and beliefs while transparently 
interacting with others". 

Another strand, and one on which much research has been conducted is the theory of 

transactional and transformational leadership. The typology of transformational, transactional 
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and laissez faire leadership originates with MacGregor Burns (1978,2003). His texts are 

concerned itself with political leadership and he noted that politicians exhibited two broad 

styles. The first, which he termed transactional, motivated followers by appealing to their self 

interest. As examples a politician might hold out the prospect of jobs or other benefits to 

voters, or key opinion formers. In other words it was based on exchange theory. However, 

transformational leadership appealed to the moral values of followers in an attempt to raise 

their level of consciousness about ethical issues and get buy in to reform institutions. He also 

identified a third form of leadership based on legitimate authority and respect for rules and 

traditions. Bureaucratic organisations emphasise this form of leadership more than influence 

based on exchange or inspiration. 

The concept of transformational and transactional leadership has been taken up and 
developed, particularly by Bass (1985,1997,1998) and Bass and Avolio (1998). Although he 

views transformational and transactional leadership as distinct, they are not mutually 

exclusive processes. Transformational leadership increases follower motivation and 

performance more than transactional leadership, but effective leaders use a combination of 

both types. The importance of transformational leadership pivots on agreement that the world 

of work is changing. As Cascio (1995: 930) concludes "more often today's networked, 
interdependent, culturally diverse organisation requires transformational leadership". Bass's 

work has resulted in a model given in Fig 1a and an instrument, identified by factor analysis, 

called the Multi-Factor Leadership Questionnaire (MFLQ). This has a range of 45 questions 

that are to be answered by the leader, his/her peers, his/her subordinates and their 

managers/leaders. Each question has a Likert scale of 0-4, with 0 equating to: Not at all and 4 

to: Frequently if not always. Each is anchored to one of the behaviour elements in Fig I a. 
Following an analysis of the score, leaders can be categorised as to their leadership style. 

Transformational Behaviours 

Idealised Influence 
Individualised Consideration 
Inspirational Motivation 
Intellectual Stimulation 

Transaction Behaviours 

Contingent Reward 
Active Management by exception 
Passive Management by exception 
Laissez Faire 

Fig la 
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As an example, the question `I provide others with assistance in return for their efforts' is 

anchored to Contingent Reward. Bryman (opt cit) and Carless (1998) have described the 

MFLQ as the most commonly used leadership instrument. By implication, this indicates some 
degree of dominance for this theory of leadership. Of particular importance is that Bass 

(1998) considers that transformational techniques can be learnt or developed. The factor of 
individualised consideration is considered to be particularly significant in transformational 

leadership style. This is in contrast to Fiedler's rather pessimistic view (opt cit) that an 
individual's leadership style is hard wired and difficult to change. Bass's work has generated 

significant empirical research (Avolio et al 2004) including a focus on the military. 

Interestingly for this study, part of the development of the MFLQ was conducted on a sample 

of senior US Army officers rating their commanding officer (Bass 1997). In terms of my 

research, this strand of theory looks to be highly relevant, not only because of its current pre- 

eminence but also because there are links back to the military. 

Yukl (opt cit: 267) in a review of the theory has reservations, for example an absence of 

research on the underlying influence processes that account for the positive relationship found 

between leader behaviour and follower performance, but concludes "the empirical research 

relevant for the theories of transformational leadership has generally been supportive". 

My principal concern with transformational leadership is the claim that it can transcend 

exchange theory. Bass (1985: 15) explicitly states that: "The transformational leader can move 

those influenced to transcend their own self interest for the good of the group, organisation or 

country". Dawkins (2006: 145) in his seminal work The Selfish Gene produces a convincing 

argument that "each individual body is a selfish machine, trying to do the best for all its 

genes". The concept that an individual leader can induce followers to abandon their self 
interest is therefore contestable. Furthermore, the development work on transformational 

leadership has largely been conducted in a US context. I have previously identified that there 

is an incipient religiosity in the US conceptualisation of leadership. I suggest we should 

therefore be wary of theory that positions the leader as Messiah, but rather consider 

transformational leadership to be a model of excellence. 

Alimo-Metcalfe and Alban-Metcalfe (2002a, 2002b, 2003a, 2005) confirm the point that most 
leadership research including contemporary theory is located in a North American context. 

They comment that studies have focused on what they term `distant' leaders, typically CEOs, 

whose characteristics such as charisma and vision are not what people value in their `nearby' 

leaders typically immediate line managers. With some irony they make the point that as 

leadership is a social process then the followers' view of the leader might be a better measure 
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of effectiveness than a researcher's view of CEOs. Their work has developed a different 

measurement instrument known as the Transformational Leadership (TLQ) questionnaire. 
This is derived from Repertory Grid methodology, and identified three behavioural clusters: 
Leading Others, Personal Qualities and Leading the Organisation. A more detailed model is 

given in Fig lb. 

Leadin Others 

- Valuing Others 

- Enabling 

- Being accessible 

- Encouraging change 

Personal qualities 

- being honest and consistent 

- acting with integrity 

- being decisive 

- inspiring others 

- resolving complex problems 

Leading the organisation 

- networking 

- focusing effort 

- building a shared vision 

- supporting a developmental culture 

- facilitating cage sensitively 

Fig lb 

It does have significant differences to the Bass model. It is more complex and brings out the 

issue of change more clearly. However it is, like Bass's, focused on the leader-follower 

relationship; in the `valuing others' attribute it retains the issue of individualised 

consideration. Their research also identified that UK respondents placed a lower value than 

their US counterparts on `vision' and `charisma' with `concern for others' being more valued 

which indicates that the cultural perspective may be a more important variable than 

previously identified. This model has an attraction and relevance to my research in that it 
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builds on the Bass approach but is located in a British culture, and also has this idea of a 

nearby leader which is the context for my research. To distinguish it, I will use the 

abbreviation TLM. 

The issue of culture is relevant to this research. Gibson (1995) argues that national culture has 

a significant effect on leadership behaviour according to gender socialisation and the 

expectations determined by that culture. Hofstede (1991) in his examination of national 

cultures found both distinct and nuanced differences even between generic Anglo Saxon - 
centric cultures such as Britain and the USA. He examined national culture using five primary 
dimensions to assist culture analysis: these were Power-Distance, Individualism, Uncertainty 

Avoidance Long Term Orientation and Masculinity. Indeed the ongoing GLOBE study 
(House et al 2004) of culture, leadership and organisations has examined the question of how 

culture is related to societal organisational and leadership effectiveness in 62 countries, using 
Hofstede's model. Amongst the findings is a strong relationship between societal and 

organisational culture (ibid: 726). The masculinity dimension is significant here because it 

introduces the variability of gender and a developing line of research into whether the 
leadership phenomenon needs to be viewed not only though a culture lens but also a gender 
lens. The next section will trace the development of research in this area. 

Leadership and gender 

This is key area for my research - to determine whether gender is identified as a variable in 

leadership thinking. I will start by looking at the context for women in the workplace. 
Since the 1990s, women have continued to make significant progress, particularly in the 

`weightless' economy or service sector. Hinsliff (2004) reports that by December 2003, 

women were, for the first time, the majority of those qualifying as barristers, and in 2002-3 

they made up 62.7 per cent of trainee solicitors. A similar picture emerges in medicine where 

women take 61% of places at medical school. Only in accountancy is the trend reversed with 

women making up 40% of those entering the Institute of Chartered Accountants qualifying 

exams in 2002-3, down from 43% three years ago. The figures also reflect the fact that more 

women than men are graduating from university: in 2002-3 they made up 56% of first degree 

graduates. 

These changes in the composition of the professions and the public's attitude towards them 

are examples of what Gladwell (2000) has termed the tipping point- the tip occurs when there 

is a preponderance of precipitating forces acting for the change. The timing of the change can 
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be difficult to pin point, and sometimes only with hindsight, but somewhere along the line 

female lawyers, doctors, and women in many more professional fields, have become an 

accepted and vital part of the work community. 

The gender difference debate, also termed the female advantage argument, has been informed 

by inputs from the postmodernism, feminism, post feminism and post industrialism stances. 

Genre texts such as Men are from Mars, Women are from Venus have also stimulated popular 

debate. More seriously, Lawrence Summers, President of Harvard University was forced to 

resign because of statements he made in January 2005 to a closed economics conference that 

fewer women than men possessed the intrinsic aptitude for science and engineering 

professorships. However, there is also an academic debate currently underway about whether 

gender has any significant relationship with leadership style. Alimo-Metcalfe and Alban- 

Metcalfe (2003a) building on their earlier work argue that leadership has traditionally been 

viewed as a gendered construct. They state: 

Leadership research, like most, if not all, of research in management, has 
been gendered. Studies from the days of `The Great Man/Trait Theories to 
the emergence of the `new paradigm' charismatic and transformational 
models have been the studies of men, by men, and the findings have been 
extrapolated to humanity in general. 

Alimo-Metcalfe and Alban-Metcalfe (2003a: 1) 

Judy Rosenor is considered by many commentators to have raised the academic profile of 

gender and leadership issue and so ensured research and informed debate. Rosenor (1990) 

wrote her iconoclastic article Ways Women Lead at a time when, as she termed it, "a second 

wave of women is making its way into top management not by adopting the style and habits 

that have proved successful for men but by drawing on the skills and attitudes that developed 

from their shared experience as women". Drawing on, albeit limited, empirical evidence in 

the form of an International Women's Forum Survey and some follow up interviews, she 

identified that men tended to describe their leadership performance as essentially 

transactional whereas women respondents described themselves "in ways that characterise 

transformational leadership - getting subordinates to transform their own self interest into the 

interest of the group through concern for a broader goal" (ibid: 120). The role of a woman as 

leader remains controversial and emotive. One of the issues stated bluntly by Butler 

(1990: vii) is: "To be a woman in a masculinist culture is to be a source of mystery and 

unmeasurability for men". Blackmore (1999: 3) in an education context says "strong women 

are difficult and dangerous because they trouble dominant masculinities and modes of 

management by being different". 
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Eagly and Carli (1995) conducted a meta analysis on research conducted into similarities and 
differences between female and male leaders. They concluded that the while female leaders 

and male did not differ in effectiveness when summarised, there was evidence of what they 

termed gender congeniality i. e. that some leadership roles were defined in relatively 

masculine terms and thus favoured males, and roles defined in female terms favoured female 

leaders. Of relevance to this study is they identified that only military organisations yielded 

findings that significantly favoured male leaders. Several types of organisation produced 

weak tendencies for women to be more effective than men: business, education, and 

government and social services. Earlier, Eagly and Johnson (1990) had reported that, where 

there was male domination in a hierarchy, then the approach of men and women managers 

tended to homogenise around the male style. Van Engen et al (2002) found female managers 

adopting a leadership style congruent with the gender typing of their working context. 

Eagly and Carli (2003), in an updated meta analysis, argue that, although historically 

leadership has been positioned as a masculine enterprise there is a probability in a 

contemporary context that "stereotypically feminine qualities of cooperation, mentoring and 

collaboration" are important to leadership. They suggest that reduction in hierarchy and 

increased collaboration between leader and follower are important contributory factors. This 

is an important issue bearing on my research, because I will argue in Chapter 3 that the 

military, whilst not reducing in hierarchy, is certainly moving to a different paradigm of 

operation. This new paradigm involves discrete expeditionary operations. These are 

characterised by operating as a coalition, and having complex and shifting mission outcomes. 

A major element of their meta analysis focused on research conducted using the MFLQ 

instrument. Their meta analysis revealed (ibid: 817) that, although differences were small, 

compared with male leaders, female leaders were (a) more transformational and (b) engaged 
in more contingent reward behaviour. Male leaders were high on laissez faire leadership. 

They confirmed that male dominated environments can be difficult for women and identified 

further evidence for their incongruity hypothesis that women are relatively less effective in 

leadership roles defined in especially masculine terms e. g. military organisations. 

Eagly and Carli's important conclusion is that: 

transformational leadership may be especially advantageous for women 
because it encompasses some behaviours that are consistent with the female 
gender role's demand for supportive considerate behaviours. This positive, 
encouraging, inspiring style appears to have generalized advantages for 
contemporary organisations. 

(Eagly and Carli 2003: 825) 
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Bass (1998: 77) confirmed that, in four separate investigations between 1986 and 1992, 

women displayed more transformational and less transactional behaviour than men. He also 

posits the idea that contemporary, less hierarchical, organisations require a more feminised 

management style. 

However, there is a noticeable lack of agreement amongst academics on the impact of gender 

on leadership behaviour. Robinson and Lipman-Blumen (2003) using the Connective 

Leadership model, examined why, what they termed the Rosenor argument, had not resulted 

in more women being included by `pragmatic American managers' in the highest managerial 

ranks. They considered that Rosenor provided a restricted lens through which to view the 

issue and that a `more nuanced spectrum of behaviour geared towards goal attainment was 

required to understand what if any behavioural differences existed between men and women'. 

They found that purported stereotypical gender differences in the use of collaboration and 

power could not be substantiated. There was however a significant gender difference on 

competition with men reporting higher scores than women. However they also reported a 

number of `counterintuitive, counterstereotypical' results. Men scored higher on vicarious 
behaviour, traditionally associated with females. Females scored higher on intrinsic or task 

focused behaviour customarily attributed to males. Their conclusion was that gender should 

not be used as a major predictor of leadership behaviours. 

Vecchio (2003) states, in response to Eagly et al's analysis, that such claims "ignore the 

overlap of the sexes in terms of their behavioural repertoire and individual adaptability". He 

also criticises the MFLQ instrument, particularly studies where only the leader has self- 

reported, and also because the methodology does not concern itself with situational 

contingencies. He suggests that the concept of gender advantage should be replaced by 

"gender- in -context' 'advantage to remove the adversarial nature of the debate. He concludes 

(ibid: 847), rather pessimistically, that "seemingly insurmountable methodological issues 

prohibit researchers from providing a conclusive answer to the question of sex/gender 

advantages". 

By contrast Carless (opt cit) reports both men and women regarding women leaders as 

exhibiting a more transformational style including `interpersonally oriented behaviours such 

as participative decision making, charisma, consideration, praising and nurturing behaviours'. 

Male managers were described as directive, task oriented and controlling. Stelter (2002), in 

her review and discussion of recent literature on gender differences in leadership behaviour 

and effectiveness, concludes that gender differences do exist, and men and women do lead 
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differently, She makes the additional and important point that men and women are also 
`followed differently'. 

Alimo-Metcalfe and Alban-Metcalfe (2003b) in a study based on 2013 female and male 

managers at middle to senior levels in the NHS found that middle managers rated female 

bosses higher than male bosses. However that advantage was reduced when senior managers 

rated their bosses, with male managers identifying no significant difference, and female 

bosses rating female top managers higher on only two dimensions ̀showing concerns for 

others' and resolving complex problems'. They comment that the study raises a number of 

questions such as ̀ do top and senior managers become socialised into internalising different 

value systems'. 

Eagly (2005) examines the concept of authentic leadership in a gender context, She ascribes 

heightened interest in this to a post 9/11 change where people "seek leaders who can 

collectively achieve a better more secure world". With this concept, the key issue is 

`knowing oneself'. She claims it receives consistent emphasis in descriptions of authenticity. 

She addresses a facet of this theory in the relationships between leaders and followers. She 

engages with the paradox where even if leaders carry out their role in a manner that reflects 

their values effectively, followers' cooperation and identification with leaders' goals does not 

necessarily follow. She critiques the theorists of authentic leadership because they appear to 

assume that followers ordinarily accept that the values revealed and promoted by their leaders 

advance the interests of the group organisation nation that they lead. She points out that in 

many communities, values are `contested ground' and that female leaders, more than male 

leaders, face challenges in achieving legitimacy as spokespersons for values that advance a 

community's interests. 

This is particularly pointed in leadership roles where women are highly unusual. In this 

situation even women who convey the conventional values of a community may find they do 

not receive their associates' trust and identification. Of interest to this research is her 

conclusion that where the leadership role requires highly authoritative or competitive 

behaviour that is perceived as masculine, for example female leaders in military settings, the 

mere fact that a woman occupies the role can yield disapproval. Her conclusion is that 

achieving relational authenticity for women in such positions is challenging because the 

advice to `know yourself and act on your beliefs' is fraught with problems where such role 

incongruity exists. 
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Conclusion 

This chapter has examined, as part of my supporting objectives, relevant literature around the 

issue of leadership and the developing research landscape of leadership and gender. It has 

addressed the importance of leadership in an organisational context and examined the 

question of whether leadership is a gendered issue. It has also sought to identify the dynamic 

and complex nature of the research area. The research done, particularly in commercial 

organisations, identifies a distinction between leadership and management. As part of this 

distinction, leadership is conflated with change. My conclusion on gender is that there is 

emerging evidence that, in certain contexts, gender is a variable, with women displaying a 

tendency to demonstrate a more transformational leadership style than men. However, culture 

and context are important issues that may influence or distort a woman's natural leadership 

style. In particular and of relevance to my study is a view that, if the context is androcentric, 

then women may adopt the prevailing masculine leadership style. 

The cultural differences between the USA, where most leadership research has been carried, 

and the UK, the locus for my research, need to be recognised in my choice of conceptual 

framework. I intend therefore to evaluate the TLM of transformational leadership as a 

foreground conceptual framework. This is not only because it is based on research conducted 

in Britain, but also because it used similar research methods to those I will use, in particular 

Repertory Grid technique, and a similar research population of `nearby' leaders. However I 

will also use, despite my reservations, the Bass typology of transformational leadership as a 

background framework given its current pre eminence. I will also examine whether my 

synthesised model of power and source of authority has utility in the context of the British 

Army. 

I will now move to the next chapter which covers the Defence context. The British MOD, 

with the Armed Forces, form a unique organisational context. It is important therefore to 

develop an understanding of that environment, and the forces that drive it, before moving to 

define the research process. 
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The Chiefs of Staff must make it quite clear that, if they introduce women into 

the SAS or blind people into the Coldstream Guards, if they put social 

engineering and equal opportunities in front of combat effectiveness, there is a 

real danger of damaging something that really works very well. 

General Sir Charles Guthrie Chief of the Defence Staff 16.02.2001 

Chapter 3 The Defence Context 

This statement by the most senior officer in the UK Armed Forces, on the eve of his 

retirement, encapsulates the philosophy of many within and outside the forces who feel that 

their culture is unique, entirely appropriate, and that it should not be subservient to 

contemporary political, societal and legal mores. Attempts to do so, and here Guthrie 

juxtapositions gender and disability, will compromise operational effectiveness. 

The aim of this chapter is to explain the role and governance of the MOD and how its 

operating environment has changed so radically since the end of the Cold War. It will then 

focus on its approach to leadership and the structure and salient cultural issues in the British 

Army. The role of women within the military generally, and in particular the Army, will be 

examined. It will review some of the key MOD and other policy documents that bear on the 

research question. Finally, the chapter will also examine the global academic debate on the 

feminisation of the military and identify the different strands of debate and their polarised 

character. My intent is that the chapter will inform the reader on the gendered, and 

hierarchical, nature of the Army, highlight the limited role that women currently play in it, 

and explore the rationale for the current policy. 

Role and Governance of MOD 

The MOD is a principal Department of State and one that, despite its relatively small annual 

budget for managed expenditure of £28bn, or 5.4% of UK Government managed expenditure 

(http: //budget2005. treasury. gov. uk) continues to contribute disproportionately to media and 

public interest. Of course the current conflicts in Iraq and Afghanistan have kept the Armed 

Forces, in particular the Army, centre stage but individual issues such as the tragic deaths of 

young recruits at Deepcut, and the perennial issue of defence spending, continue to provide a 

steady stream of copy. However Sampson (2004: 164) comments on the high regard in which 
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the public holds the Armed Forces. `It was a remarkable fact that over the previous years, 

they had retained the respect of the public more than any profession except perhaps judges'. 

Facts and Figures - an idea of scale 

The MOD DASA (2005) give the total headcount for UK defence based personnel, excluding 

reserve forces, as 271,930 as at 01.10.04. This was broken down in Table 1 as follows: 

1 October 2004 Thousands 

Total UK defence Based personnel 271.93 
Service 189.87 
Civilian 82.06 

Naval Service 36.81 
Officers 14.08 
Other Ranks 29.83 

Army 103.78 
Officers 14.08 
Other Ranks 89.70 

Royal Air Force 49.28 
Officers 9.85 
Other Ranks 39.43 

Civilian Staff 82.06 
Non industrial 66.59 
Industrial 15.47 

Source DASA (Civilian) and DASA Tri Service 
http: //www. mod/uk/aboutus/key facts accessed 22.09.05 

Table 1 

The Army is by far the largest of the Armed Forces, larger than the combined headcount for 

the Royal Navy and Royal Air Force. In terms of trend, the Armed Forces are reducing in 

numbers, as is the civilian element. Dandeker (2000: 33) says that they have reduced from 

326,000 in the mid 1980s following an overall reduction of between 30-40% since the Cold 

War era. 

Are the Armed Forces unique? Dandeker (1999) considers they are, stating ̀ The Armed 

Forces need to be different from other organisations because of the functional imperative that 

underpins all of their actions, namely warfighting'. Wildman (2002: 32) agrees that they are 

unique, and have a need to be different, but 'they would be foolhardy if they did not take note 

of a changing world in which they operate and adapt, to a certain extent, in order to reflect 
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these changes'. Indeed, the military life has singular demands, such as the need to deploy, 

often at very short notice, work patterns involving long hours, and the separation from family 

and friends for long periods in hostile, sometimes life threatening, environments. These all 

add to a less than attractive work life balance and quality of life. There is also evidence 
(Kampfner 2004) that Prime Minister Blair's use of the Armed Forces is contributing to what 
is termed ̀ overstretch' and that the involvement of the Prime Minister has mitigated the 
impact of NPM. Although the Treasury has attacked their perks, Kampfher says that ̀ the 

military enjoys special protection from politicians' and continues: 

General Sir Charles Guthrie became in Blair's early years a figure he could 
depend on. Bluff and charismatic, Guthrie felt similarly respectful of his Prime 
Minister. He also knew how to work him. It was Guthrie who persuaded him 
to over ride the Treasury and provide the first real-terms increase in defence 
spending since 1985.... Much feared cuts to front line troops were not made. 

(Kampfner 2004: 23) 

Sampson (opt cit: 157) supports this and comments on the frustration of governance felt by 

Parliament and particularly by the Treasury. He quotes a Treasury source saying `The MOD 

is a non Treasury zone. The Prime Minister always defends it. It is impregnable'. True there 

has been significant down sizing, but cost drivers such as: rank structure, (HMSO 2005) two 

year postings for service personnel, complex dining arrangements and allowance structures, 

have all survived intact. Page (2006), in a polemical work on defence procurement, is 

outspoken on rank structure saying: 

The situation isn't helped by the superfluity of ranks. The Army only has five real 
management levels for officers: platoon, company, battalion, brigade division. There 
are ten ranks however [... ]. This set up pretty much guarantees you will have far too 
many officers 

Page (2006: 232) 

Some concessions have been made to managerialism. These have mainly been in support 

areas such as logistics. McKinsey, Atos - KPMG, and other consultancies, have introduced a 

whole new lexicon of `management speak' such as: business process re-engineering, balanced 

score cards and lean thinking to a sceptical audience of senior civil servants and military. 

According to Private Eye (2006: 1166) McKinsey is the MOD's `favourite management 

consultant' having received £70 million from the Department over the past six years. 

Sampson also comments (opt cit: 159) that, as an organisation, its senior management is 

change averse and `usually inclined to resist drastic reforms'. All their background and 

training and the professional briefing they receive from their staffs, tend to make them err on 

the side of caution, both in peace and war. Perhaps the Army's attitude to managerialism is 

best summed up by the Chief of the General Staff, General Sir Mike Jackson, a 
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`soldier's soldier'. He reportedly said to McKinsey (2006) when they were engaged on work 

to improve the defence supply chain that: `the British Army is not f**king Tescos'. 

The Defence White Paper (MOD 2003) Delivering Security in a Changing World comments 

that the future security environment comprises the `threats of international terrorism, 

proliferation of weapons of mass destruction and the wider security risks arising from failing, 

or failed, states'. However, the military task is not simply war fighting. In all, the White 

Paper defines 18 military tasks ranging from intelligence gathering to Home commitments eg 

Operation FRESCO during the Fire Services' pay dispute, to Humanitarian Assistance and 

disaster relief, plus Peacekeeping, as well as what is termed peace enforcement or military 

intervention. The MOD's post Cold War focus is now on delivering `flexible forces able to 

configure to generate the right capability in less predictable and more complex operational 

environment' and `usually as part of a coalition'. This description chimes well with the 

concept of `contemporary contexts', identified by Eagly and Carli (2003) in Chapter 2, as 

being appropriate for transformational leadership. 

The White Paper places great importance on the development of a concept teamed Network 

Enabled Capability (NEC). The broad concept of NEC is a process that can integrate sensors, 
decision makers and weapon systems in real time. It gives the capability to reduce 

significantly the elapsed time between identifying a threat, deciding the action, and 

implementing the response. In terms of people issues, the White Paper states that "a growing 

proportion of the recruiting pool will be women and ethnic minorities - groups that we have 

struggled to attract. Innovation in recruitment and retention is vital if we are to continue to 

recruit the best individuals from across society". Indeed recruitment is seen as a major 

concern for the Armed Forces. The Armed Forces Overarching Personnel Strategy (MOD 

2000: Ch 1) states: `Recruitment and retention present tough challenges for us. Employment 

levels are high. Growing demands in both the public sector and the commercial world offer 

competing attractions for young people'. 

The Government 2004 Spending Review in June 2004 allocated £3.7b of new money to 

defence across the Spending Review period which represented an average real term increase 

of 1.4% pa. However, the White Paper included a commitment to reduce MOD head count 

by April 2008. This is because, although `boots on the ground' will remain a key enabler to 

defence capability, MOD future strategy is to reduce manpower as a trade off for technology 

solutions such as NEC and capital assets such as the Typhoon- the new multi role combat 

aircraft. 
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This strategy is suspect because, in parallel, the nature of the military task is changing. Smith 

(2005) drawing on his distinguished British Army military career, opens the work with the 

sentence "War no longer exists". His thesis is that the nature of conflict has changed and that 

conventional military force has no use unless this is understood. The old paradigm of nation 

states and their governments waging war in which one side wins and the other loses is the 

"old way". Modern conflict takes place `amongst the people' and the will of the people 

cannot be coerced by force. The strongest military nation in history was struck a grievous 

blow on 9/11, by a small group of people armed with craft knives costing less that a £1, but 

willing to die for their cause. Moskos et al (2000: 3) contend that the post Cold war era has 

become the postmodern military era, and is characterised by the "decline of wars between 

states and the rise of wars within states, sometimes resulting in state collapse. " 

Leadership in Defence 

Leadership and the military enterprise are to an extent synonymous. It is interesting to note 

that this essentially military concept has, in recent times, crossed over to the commercial 

sector. CEOs and, indeed, all levels of corporate manager who, 15-20 years ago were required 

to have strong management abilities are now required to be leaders as well. In a stranger 

twist, as discussed in Chapter 2, leadership has now been taken up as an issue in Government, 

driven by NPM, and introduced to public sector managers, including the military. 

MOD, encouraged by the previously described Government policy on improving leadership 

in the public sector, has established the Defence Leadership Centre (DLC) with a task to: 

`improve the quality of leadership throughout Defence' (www. da. mod. uk/DLC). It has two 

primary roles. Firstly it acts as a focal point for the MOD both internally and externally. It 

also looks to address leadership issues in the strategic environment within the MOD and to 

manage, amongst other initiatives, a Cross Sector Leadership Forum which links MOD with 

other Government Depts and commercial organisations to `exchange best leadership 

practice'. The Armed Forces however retain their role in delivering leadership training and 

education to serving personnel. So, as an example, the Royal Military Academy at Sandhurst 

(RMAS) has a key role in that responsibility for the Army, Royal Naval College Dartmouth 

for the Navy, and RAF Cranwell for the RAF. 

The DLC makes a distinction between Command, Leadership and Management. Before 

examining the definitions for these constructs it is necessary to understand the concept of 

military doctrine. Military policy on key issues is contained in what is termed British Defence 

Doctrine (BDD 2001). Military doctrine is defined by NATO as "fundamental principles by which 
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military forces guide their actions in support of objectives. It is authoritative but requires 

judgement in application" (AAP-6 NATO Glossary). Sound doctrine provides a common 

approach and way of thinking that is not bound by prescriptive rules. Military leadership is 

defined (BDD 2001) as "the projection of personality and character to get subordinates to do 

what is required of them and to engender.. . the confidence that breeds initiative and the 

acceptance of risk and responsibility". The matter of leadership is considered a doctrinal 

issue; in other words it must be articulated, defined and written down so that it can be 

promulgated and adopted as a common understanding. The DLC definitions (opt cit) are as 

follows: 

Command is a position of authority and responsibility to which military men and women are 
legally appointed. Leadership and management are the components to the successful exercise 

of command. Successful 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. 

Military leadership is visionary. It is the projection of personality and character to inspire 

Sailors Soldiers and Airmen to do what is required of them. Skill in the techniques of 

leadership is the foremost quality in the art of command and contributes very largely to 

organisational success. There is no prescription for leadership and no prescribed style of 

leader. Military Leadership is a combination of example persuasion and compulsion 

dependent on the situation. It should aim to transform and be underpinned by the ethos of 

Mission Command and a balance of military qualities and skills. The successful military 

leader is an individual who understands him/herself, the organisation the environment in 

which they operate and the people they are privileged to lead. 

Management is a facet of command. It is about the allocation and control of resources 
(human, material and financial) to achieve objectives. Management requires the capability to 

deploy a range of techniques and skills to enhance and facilitate the planning organisation and 

execution of the business of defence. A successful manager combines these skills with those 

of leadership. A manager with the style of management most suited to the circumstances is 

the most successful. 

In analysing these definitions, some aspects are clear. The definitions clearly promote a 

contingent approach, but aspire to be transformational through the use of vision. There is 

reference to the leader as servant model and a clear distinction drawn, but not necessarily 

defined, between management and leadership. Command is introduced as a construct within 
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which leadership and management are elements. As with the literature examined in Ch 2, the 
MOD draws a distinction between management and leadership. 

Watters (2003) has researched to conceptualise the construct of military leadership in the 

senior military community (0F6 and above - see Table 2). He has developed a double helix 

model that contains eight attributes: vision, integrity, communication, professional 
knowledge, decision taking, innovation, focussed on development and finally humility with 

an innominate factor that represents the attribute unique to the individual. The whole is held 

together by self awareness akin to the DNA's hydrogen bonds. 

Leadership in the British Army 

The Army officer first engages with the concept of leadership when undergoing the 

Commissioning Course at RMAS, whose motto is Serve to Lead. The purpose of officer 

training at RMAS is to "develop the qualities of leadership and provide the basic knowledge 

required by all young officers... so that after the necessary specialist training... they will be fit 

to be junior commanders' (Yardley 1988). The underpinning leadership theory used there is 

Adair's Action Centred Leadership model (1984,1988 and 1989) - see Fig 2. This seeks to 

identify whether candidates possess leadership attributes through experiential exercises, 

usually with a strong physical element. 

Fig 2 

He comments (1988: 2) that "effectiveness as leaders depends on our ability to influence and 
be influenced by members of our team in the implementation of a task. In practice this means 

ensuring that the required tasks are done, building and reinforcing the team, fostering team 
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work and team spirit, and developing each member of the team". The issue is the leader's 

ability to balance these issues, making sure that each area is given appropriate attention at the 

appropriate time. The overlap section in the Venn diagram in Fig 2 should be the focus of the 

leader's attention. 

A distinguishing feature in military, as opposed to non military, leadership is that the Army 

officer, as laid down in the Queen's Commission, has a legally enforceable right to require 

compliance of subordinates with her or his orders ; [.. ] We do hereby Command them to Obey 

you as their superior Officer.. (RMAS: 5). When evaluating this against the PLM model 

(Fig 1), I suggest this clearly positions the Army officer in the top right quadrant of assigned 

leadership and positional power. 

Organisation of British Army 

The organisation is complex but the concept of the regiment sits at its heart and an 

understanding of the concept of regiment is important to understanding Army culture. The 

Army (www. Armv. niod. uk) describes it as `often the most important unit in the British Army. 

It carries the spirit of the people who have gone before and would usually contain about 650 

soldiers depending on its cap badge and role'. Some infantry regiments have more than one 

unit of this size each referred to as a battalion. In the combat arms, particularly the infantry 

and the Royal Armoured Corps (RAC), the regiment is the locus of loyalty. Soldiers will join 

a regiment at the start of their career and this `cap badge' will generally remain with them 

until the end of their career, and sometimes beyond. Many infantry regiments have their own 

web page that covers their history and battle honours. 

The rank structure of the Armed Forces, now adopted as a NATO standard, is given in Table 
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NATO Code Anny Rank 
OF-10 Field Marshal 
OF-9 General 
OF-8 Lieutenant General 
OF-7 Major General 
OF-6 Brigadier 
OF-5 Colonel 
OF-4 Lieutenant Colonel 
OF-3 Major 
OF-2 Captain 
OF-1 2nd Lieutenant 
OF-(D) Officer Designate 

OT HER RANKS 
OR-9 Warrant Officer Class 1 
OR -8 War ant Officer Class 2 
OR -7 Staff Sergeant 
OR -6 Sergeant 
OR-4 Corporal 
OR -3 Lance Corporal 
OR -2 Private (Classes 1-3) 
OR -1 Private Class 4/Junior 

Source: UK Defence Personnel in figures -a statistical commemoration of the Entente Cordiale (2004) 
DASA 

Table 2 

In terms of the Army's organisation, a useful typology is the three-element model of Combat 

Arms, Combat Support Arms (CS) and Combat Service Support (CSS) and their relation ship. 

The combat arms sometimes referred to as the `teeth arms', `warriors' or `stabbers and 

stranglers' are the elements that engage with the enemy. The support arms are those elements 

that provide direct support in that activity, such as artillery cover and battlefield 

communications. CSS provide elements such as materiel supply, vehicle maintenance, 

administrative infrastructure and medical services. Airborne forces are a hybrid, which carry 

their own combat support arms and support services. A schematic is given in Fig 3. 

Combat Arms Combat Support Arms (CS) Combat Service Support (CSS) 
Royal Armoured Corps Royal Artillery Royal Lo istics Corps 
Infantry Royal Engineers REME 

Royal Signals Adjutant General's Corp (AGC) 
Intelligence Corps Royal Army Medical Corps 

Army Air Corps Royal Army Vet Corps 
Royal Arm y Dental Corps 
Anny Physical Training Corps 

Airborne Forces QARANC 
Infantry Parachute Regiment CS/CSS CA Music 

Fig 3 
Source: Campbell 2005 

The pecking order, which exists in any large organisation is dealt with later but, in broad 

terms, status diminishes the further from the front line one is positioned in this schema. This 
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tradition derives from when conventional static forces confronted each other across defined 

terrain and the highest danger was in the front line. It has become problematical now that 

contemporary engagements are more likely to be in urban environments. As an example, the 

single largest British Army loss of life since the Falklands was the loss of six Royal Military 

Police (RMP) in southern Iraq in June 2003. RMP is part of the Adjutant General's Corps 

(AGC), and therefore part of CSS. 

Careers in the Army 

The Army, like many uniformed and public sector organisations, is `bottom fed'. In other 

words, entrants begin their career at the lowest level and progress through a series of 

promotions, where the only competition is internal. The Army and the other Armed Forces 

however make a crucial distinction between the officer cadre and other ranks. So, typically, 

an individual is commissioned into the Army as an officer and then progresses. The other 

option is to join as a private, reach the ranks of a non commissioned officer, then apply for a 

commission. These are known as Late Entry. From this one can argue that the Army is 

polarised into a binary social caste system: officers and other ranks. Dixon (opt cit) however, 

writing thirty years ago, sounded a note of caution saying that, compared to: 

the old days when officers and men were drawn from widely differing social classes 
[..... ] Nowadays things are different. The social distance between officers and men is 
more often than not contrived rather than rooted in their ancestry. 

(Dixon opt cit: 233) 

Promotion in the Army is controlled through a promotion board system. Boards meet at 

intervals to determine promotions from 2"d Lieutenant to Captain, Captain to Major, and so 

on. They examine career achievements as reflected in formal appraisal reports, training and 

staff courses attended, and length of service and posts occupied. Particular weight is given to 

performance in command posts. The board makes their decisions on the basis of a review of 

the relevant papers and reports. Candidates are not interviewed (Campbell 2005). Dixon (opt 

cit: 159) makes a point about the importance of physical prowess on how an officer is judged. 

He comments that one might be forgiven for thinking that: "the main purpose of the Royal 

Military College was to turn out athletes or male models rather than brains capable of 

mastering the intricacies of war". 

The social stratification of the Army is crucial to gain an understanding of its culture. The 

Army has been linked with political incorrectness by Sampson (opt cit: 165) for discriminating 
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against homosexuals, women and ethnic minorities. He quotes that only 4.4% of the services 

are from minorities compared to 8% in the whole country. However, the MOD 

(mod. uk/issues/afops) in a policy document describing their Overarching Personnel Strategy 

(AFOPS) state that: `it is not only morally and socially right that our Armed Forces more 

closely reflect the society they serve - it will increasingly become a manning necessity that 

they do so'. 

This laudable intent is playing against centuries of tradition particularly where the Army 

officer is concerned. MacDonald (2004) outlines a situation where there is a clearly defined 

value system operating which positions the combat arms, those regiments involved in front 

line fighting, as the most important, followed by those that support the first group's fighting 

capacity - the combat support arms. CSS has least importance. He links this elitism to the 

social and educational profile of officers in these combat arms. Using Bourdieu's (1987; 107- 

109) concepts of habitus and field he argues that the cultural assets acquired at top public 

schools enable the recipients to succeed in a military career. Sampson (opt cit: 165) supports 

this contention, and therefore disagrees with Dixon to an extent, saying that `the recruitment 

of officers has remained quite tribal and class-based. In 2003 some 45% of the entrants to 

RMAS came from public schools'. He confirms that the regiments maintain their own 

hierarchy, with `the Guards at the top and the technical corps near the bottom'. Raven (1959), 

has an important observation, albeit made over forty five years ago, on the mind set of some 

Army officers: 

Once an officer is established in his own view as a member of a superior and 
order giving class he never loses this sense, but he can and often does, lose all 
awareness of the moral basis of this superiority and all the qualities which 
constitute this basis. He just becomes superior as it were in vacuo. He becomes 
a ̀ gentleman'.. when that happens one gets that product so typical of the 
British - the Amateur English Officer. Highly trained professionally and 
morally, he has forgotten his professional techniques and sloughed off his 
sense of moral obligation; but he has retained an unassailable sense of his 
own superiority (for it is not innate) and absolute right to give orders 

(Raven 1959: 48) 

Having examined the general position of British army officers, I will now turn to the context 

for women Army officers. 

Women in the British Army 

A time line is important in any analysis of this topic because the context has 

undergone, and is still undergoing, significant change. Dandeker (2000: 40), states that 
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in 1949 the Women's Royal Army Corp (WRAC) was formed, with women confined mainly 

to administrative work. They were excluded from combat roles and denied field training. Up 

to the late 1970s they represented only 2.5% of the total employed. During the 1980s and 

early 1990s, women became more fully integrated into the rest of the British Army. By 1991, 

100 of the 134 trades in the Army were open to women although women were excluded from 

the combat arms of infantry and RAC other than in administrative positions such as assistant 

adjutant. A flavour of the Army's historical, and unenthusiastic attitude to women officers, is 

given in this excerpt from the current edition of the handbook given to cadets on the 

Commissioning Course at Sandhurst (RMAS): 

Founded in 1949, WRAC had first sent cadets to Sandhurst in 1984 to the 
consternation of some of the Directing Staff. At first they were not allowed 
to march with the men because it was assumed their legs were shorter. 
When this was shown not to be true, they were allowed to march but only 
carry drill canes. Finally they were allowed to march and shoulder automatic 
rifles. 

(RMAS: 59) 

Wildman (opt cit: 28) comments that in 1990, women were forced to leave on pregnancy 

(married or not), and employment of women was so restrictive that they wore a cap-badge 

that "spoke of their gender not their profession". The changes taking place has partially 

driven by legislative issues such as Sex Discrimination Act 1995. However, the MOD is free 

to place restrictions on the employment of women if the policy was adopted for the purposes 

of ensuring combat effectiveness and that the policy was made in good faith. The test case 

was Mrs Sirdhar v the Army Board and SoS for Defence (ECJ Judgement C-273/97 26 Oct 

99). The European Court of Justice ruled that Member States can derogate from the principles 

of equal treatment in the interests of combat effectiveness, but such derogation must be 

necessary and appropriate. 

Dandeker (2000: 41-42) suggests that four factors have led to the integration of women in the 

Armed Forces. The first is driven by societal pressures such as demographic change but also 

normative and legal pressures, in particular human rights and sex discrimination related 

legislation. A second factor has been internal with the organisation having to respond to 

pressures for better career opportunities from women already in service. He states (ibid: 41) 

"It is widely recognised in the services that women have been relatively under utilised given 

their general high quality". Thirdly, technological changes in the Armed Forces have led to a 

relative decline in the emphasis on physical prowess and aggressiveness as factors essential to 

military performance, although he acknowledges that the extent of this trend is contentious. 

Finally he identifies that policy makers, faced with societal pressures that do not recognise the 
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uniqueness of the military enterprise and require that they come under the same principles of 

equal opportunity evident in non military employment, are far less sympathetic to making the 

military a special case. 
However, the key area of debate in the Army has been to what extent close combat roles 

should be open to women. The MOD released a report in 2002 entitled Women in the Armed 

Forces (MOD 2002). This was an assessment on how combat effectiveness might be affected 

by removing the exclusion of women from Royal Marines General Service, Household 

Cavalry and Royal Armoured Corps (RAC), Infantry and RAF Regiment. These posts require 

the soldier, on occasions, to "close with and kill the enemy using direct fire weapons" 

(ibid: 3). In the Royal Navy, the removal of the exclusion of women from going to sea was 

achieved in 1990. In the Royal Air Force, female aircrews were introduced in 1989. The 

report looked at existing research in the area, particularly on bio - mechanical aspects, and 

conducted a literature review on the impact of gender on group task performance. The report 

also conducted an attitude survey about women in the Army, involving stakeholders such as 

recruits and spouses. Finally the study conducted some limited primary research on the 

impact of mixed gender sections on cohesion and military performance. 

The findings on the bio-mechanical aspects concluded bluntly that "the overwhelming 

majority of females applying to the Army or currently serving in the Army would be 

physically incapable of performing many of the tasks required by the Infantry and RAC" 

(ibid: B-5). The literature review concluded that: "there was no decisive evidence for the 

existence of any uniquely female characteristic that would have a significant negative impact 

on the performance of high intensity combat tasks" (ibid: C-2). The section on attitude survey 

reached no conclusions but evidenced a significant desire by females to fill close combat 

roles, with males less enthusiastic. The primary research on cohesion and military 

performance concluded "there is nothing to suggest that the presence of females either 

harmed or enhanced cohesion" (ibid; E-1). Tellingly, the report also commented that the issue 

of women in the front line was potentially a highly emotive one, and that public opinion 

would need to be gauged prior to any policy decision in this area. 

Following the Report, the Secretary of State Geoff Hoon (2002) announced as follows: 

"Following an extensive and thorough examination of a comprehensive body of evidence I 

have decided that it would not be in the interests of operational effectiveness to open these 

close combat roles to women". The prime basis for this decision would appear to be the bio- 

mechanical issue ie men are stronger than women. This supports Mills (1989) who comments 

that: 
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Physical strength [.. ] has often been associated with masculinity, `men's work', 
and the subsequent higher evaluation of some male dominated tasks in contrast 
to those dominated by females. 

(Mills 1989: 36) 

Newman (2002) quotes Julie Mellor Chair of the Equal Opportunities Commission (EOC) 

stating that: "automatically excluding women from certain posts in the Armed Forces is not 

the right approach". All women should be given the opportunity to apply "even if relatively 

few make it through". The decision caused political divisions as well. In the same article, 

Paul Ketch, Liberal Democrat defence spokesman, is quoted as saying `we must recognise 

that in order to defend our values and freedoms, our Armed Forces must reflect them as well. 

As a matter of principle no post should be closed to male or female personnel provided they 

can meet the physical and mental requirements of the task'. This policy decision has the result 

of restricting women to 67% of Army jobs. The comparative figures for the Navy and RAF 

are 71% and 96% respectively (MOD 2006a). 

Facts and Figures on women in the Army 

In terms of numbers, women form a small but significant element of the Army. At July 2005, 

according to MoD DASA (2005), the gender divide was as follows in Table 3: 

Army 
Male Female Total 

Officers 12350 1380(10%) 13730 
Other Ranks 78670 5910 (7%) 84580 

Total 91020 7290 (7.4%) 98310 

Source; Dasa Section F Female strengths in the Army as 01.07.05 

Table 3 

Comment on Table 3 

Apart from the very low percentage of women in the Army overall, a point to note is that, in 

relative terms, there are 43% more female officers than female other ranks. This may be 

because the career of a female Army officer is relatively more attractive than that of a soldier, 

but not too much can be inferred there because the baseline numbers are relatively small. 

The Table 4 shows how the female officer cadre is deployed between the three elements of 

the Army. 
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Combat Arms Combat Support Arms Combat Support 

Services 

Other (eg Staff)* 

Male Female Male Female Male Female Male Female 

4220 20 3350 310 4000 1020 790 20 

Source: Dasa Section F Female strengths in the Army as 01.07.05 

* Figs adjusted for rounding 
Table 4 

Comment on Table 4 

The situation of 20 females being deployed in the combat arms is explained by the inclusion there of 

the Army Air Corps (AAC). This corps delivers a helicopter capability and employs women pilots. 
There is also a very small number of female officers (five at 01.07.05) in the Royal Irish Regiment not 
included in these figures. However, the obvious point made by this table is that women officers are 

predominantly deployed in Combat Service Support in areas such as the Medical Corps and the AGC, 

although a significant number is in the Royal Logistics Corp which could be termed a non traditional 

area for women. These are the areas that come low in the league in terms of status. 
Table 5, again based in DASA statistics shows the position of women in terms of rank structure. 

OF Grade Army Rank Female % of 

total 

Male % of 

total 

Total 

6-9 1" and above 2 0.8 238 99.2 240 

5 Col 22 3.7 568 96.3 590 

4 Lt Col 64 3.7 1676 96.3 1740 

3 Major 380 8.3 4190 91.7 4570 

2 Captain 610 13 4090 87 4700 

1-D Below Captain 500 17.2 2400 82.8 2900 

Totals 1578 10.7 13162 89.. 3 14740 

Source DASA TSP 09 Table 101.07.05 

Table 5 
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Comment on Table 5 

The main issue from these figures is that women constitute a decreasing proportion of the 

officer population as they becomes more senior until, at the top level, it forms less than 1%. 

This is far worse than the situation in industry where one in seven Directors (14.4%) is female 

(EOC 2006); this is in itself far from satisfactory. Most senior are two women Brigadiers, or 

OF6 officers. One is in the Medical Corps and the other, Brigadier Jean Dowson, at the time 

of study was posted as Director of Pay and Allowances in the MOD Directorate of Service 

Personnel Policy. Thomson (2004: 9) identifies that the Return of Service (ROS) for female 

officers and soldiers was far less than for men - only 58.8% when female length of service 

was measured as a percentage of male length of service. ROS is a measurement of how long 

an individual has been employed in the service. She identified that difficulty around childcare 

was a significant factor in making the decision to leave. 

Comment on the context for women in the Army 

One consequence of this limited career path, is that there are no contemporary role models of 

women military leaders in the same way as exist for men. Military leaders such as Field 

Marshals Slim, Wavell and Montgomery still figure in Army doctrine. Women have to fall 

back on distant and possibly mythical characters such as Boudicca and Joan of Arc. There is 

also evidence that experience of the combat arms is seen as particularly advantageous in 

career progression. Women are therefore set a double challenge in career progression. 

The first is to overcome the fact of being such a small minority in a traditionally masculine 

environment. The second is that their experience, possibly interrupted by pregnancy, is 

mainly limited to CSS activities. These rank low on the Army value system. Dunn (2005) 

suggests that one consequence of this policy has been to create an `armoured glass ceiling' for 

women officers in terms of career progression. 

There is also the complex issue of how women can be authentic in such a masculine 

environment. Herbert (1998) talks about the stress that women suffer in trying to arrive at a 

middle position between appearing too feminine or too masculine. If a woman is too 

feminine, this may lead to accusations of not being soldier-like and using her sexuality to 

secure favours. On the other hand an overtly masculine approach eg swearing or drinking 

heavily, may lack authenticity by `trying to be one of the lads, ' and so cast doubts about her 

sexuality. Interestingly, she comments that the range of sanctions applied when women were 

perceived to be too `feminine' included being ostracised or disapproved of by other women 
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(ibid: 65). Sheppard, (1989) in an earlier study of Canadian women managers, had identified 

a similar issue. She describes how women had responded by developing a ̀ blending' strategy 

and continues: 

The blending depends on a very careful management of being `feminine' 
enough (ie in terms of appearance, self presentation etc) so that conventional 
rules and expectations of gender behaviour can be maintained by the men in 
the situation while simultaneously being `business like enough' (ie rational, 
competent, instrumental' impersonal - in other words stereo typically masculine) 
so that the issues of gender and sexuality are apparently minimised in the workplace. 

(Sheppard 1989: 146) 

Feminisation of the Military - the academic debate 

The phenomenon of feminisation of the military and the emerging academic debate divides 

into three distinct but related strands: philosophical, pragmatic and emotive. Much of the 

debate has been conducted in a US context, possibly because it is a larger scale issue there, or 

there is a greater propensity to debate it, and more channels through which to do so. 

Philosophical 

By philosophical I mean deriving from a process of reflective thought about how men and 

women should co exist and a critical, and value free, examination of any divisions of labour 

that advantage one group above the other. 

I will start with the United Nations (UN) perspective. At a global level, the UN has adopted a 

policy termed gender mainstreaming. Mainstreaming involves "ensuring that gender 

perspectives and attention to the goal of gender equality are central to all activities - policy 

development, research, advocacy/dialogue, legislation resource allocation and planning 

implementation and monitoring of programmes and projects" 
(www. un. org/womenwatch/osagi). This is promoted by Office of the Special Adviser on 

Gender Issues and Advancement of Women (OSAGI). 

Of particular relevance is Resolution 1325 of October 2000 where the UN Security Council 

expressed its willingness to incorporate a gender perspective into peacekeeping operations 

and urged that a gender component be established in peace missions. The rationale for this 

initiative is an increasing understanding of the disproportionate impact that armed conflict has 
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on women and girls. UN Report (2004) provided an update on the resolution. It identified 

(ibid: 78) the `special vulnerability of displaced women, the needs of women heads of 

household in times of war, the role of women in conflict resolution; it also identified (ibid: 73) 

the "escalation in scope and intensity of sexual and gender-based violence as one of the most 

visible and insidious impacts of armed conflict on women and girls". Set against this is the 

fact that women are excluded as actors in early warning, reconciliation peace building or post 

conflict reconstruction. The report commented that increasing women's representation in 

decision-making, and expanding the roles and contributions of women in peace and security 

issues was a major element of resolution 1325. 

Next is the issue of the historical record of women as combatants. Goldstein (2001) examines 

the biological evidence to link warrior qualities with gender. He finds no such link. He then 

examines sociological explanations of gender roles and finds some explanation for the puzzle. 

War is constructed as a test or signifier of masculinity; victory is confirmation of male 

identity, defeat is emasculation. Femininity is constructed to reinforce man as warrior both in 

support roles as nurse mother or wife and in opposition as peace activist. All confirm 

militarised masculinity. He concludes (ibid: 406) on the war - gender link that it is caused 

partly by "small innate biological gender differences in average size strength and roughness 

of play and the cultural moulding of tough brave men who feminise their enemies to encode 

domination and finds them sadly lacking... ". 

Frost (2002: 43) states that `young men have always been attracted by the martial ethos and 

the opportunity to prove themselves in battle'. He posits that the process of exclusivity or 

`male bonding' provides the cohesion on which any fighting unit depends. Kennedy-Pipe and 

Welch (2002: 51) comment that `war was, and many would argue, still is, associated with 

masculine values such as physical strength, honour and courage'. However, using the lens of 

liberal feminism, they argue that the military has been a `bastion of political patriarchy and 

that the military retains key significance because of its prolonged resistance to efforts to 

equalise access. Steans (1998) suggests that, for the male soldier, his heroic role of protecting 

the nation's womanhood provides a significant motive for participation in military conflict. 

This carries the implication that the family and its female custodians are vulnerable and 

require male protection. The phrase `women and children' expresses this and promotes the 

concept of women continuing to be dependent on men for protection. 
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Emotive 

By emotive, I mean commentators who are tackling the debate through emotion and basing 

opinion on subjective data. The language used is often around the descriptions of historical, 

and stereotypical, gendered roles. 

Put bluntly, the issue has been positioned as an abhorrence of a woman killing. But the issue 

is one of context, not principle. Women already fly battlefield helicopters in the Army Air 

Corps and can direct lethal fire into enemy positions. Women are also employed in the Royal 

Artillery, ahead of the front line, as Forward Observation Officers (FOOs) and so can direct 

lethal ordnance at enemy positions. Rather, it is the nuanced situation of a woman fighting 

and killing the enemy, or being killed, in hand- to- hand combat. MOD (2002) puts this at the 

level of a cultural taboo. 

Van Creveld (2002) is an author often quoted in this field. He is quite clear that during armed 

conflicts women should stay at home. The consequence of women participating in warfare is 

that men become emasculated and that women, who make pathetic soldiers anyway, lose their 

femininity along with their reproductive organs (ibid: 236). He reviews the performance of 

women fighters over history in guerrilla campaigns such as Phillipines, Sierra Leone 

Chechyna and Stalingrad and concludes: `In not one of these wars do women participate any 

more than they have always done; that is to say hardly at all'(ibid: 12). He links the current 

rise in the number of Western women in uniform to the emergence of nuclear weapons. The 

less a state believes it will have to fight a meaningful conflict, the more women it accepts into 

the Armed Forces. This has the effect of diminishing the attractiveness of the profession to 

men, who find it the perfect vehicle to express their masculinity. He concludes (ibid: 237) that 

should a real threat emerge "the expanded role of women in the military will vanish like the 

chimera it is". 

Herbert, in a US context, says that 

[.. ] women were also likely to be perceived as weak. It often seems that in 
the military all women are perceived to be weak until proven otherwise. 

(Herbert opt cit: 67) 

The key issue with this strand seems to be whether public opinion would be prepared for 

women soldiers to engage in direct physical combat. There is conflicting contemporary 

evidence for this deriving from the current Iraq conflict. Evidence for the viewpoint that not 
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all women make good soldiers is provided by the case of Lynndie England, court martialled 

for prisoner abuse at Abu Ghraib. However, by contrast, Private Jessica Lynch, caught up in 

the front line, was accorded media hero status although accounts differ as to exactly her role 

and circumstances. As Natzio (2003: 212 ) comments, perhaps as an example of the tipping 

point, "That women in uniform may also have a capacity for gallantry, as demonstrated 

.... more recently by notable American examples, is now becoming increasingly accepted in 

our own society". The issue continues to be debated. Linklater (2006) raises the issue in the 

context of the tragic death on operations in Iraq of Fit Lt Sarah-Jayne Mulvihill. His headline 

was: `Why shouldn't women kill'; his piece is highly critical of the logic of MOD policy. 

Dunn (2006) in a response, supports Linklater on the grounds the policy is discriminatory to 

women. 

Overshadowing this is the cultural issue of whether women are truly accepted in the Armed 

Forces. A recent survey (MOD 2006) found extensive evidence of women in the Armed 

Forces having faced some form of sexual harassment. The report said that some 99% of 

servicewomen had been exposed to situations over the previous 12 months involving 

sexualised behaviour such as jokes, stories, language and material. Although there was a high 

tolerance for these behaviours, over half the respondents sometimes found them offensive. 

Qualitative data from men suggested there was a lack of awareness that women may be 

offended or upset by their language and behaviour. This survey was part of an Action Plan, 

agreed between MOD and the EOC on 23 June 2005, on preventing and dealing effectively 

with sexual harassment in the Armed Forces. A recent court case provides supporting and 

depressing evidence for this context of harassment. Yeoman (2006) reports on the Industrial 

Tribunal case of Corporal Leah Mates. She proved 12 allegations including one that a picture 

of her face was pinned to a shooting target, and another that a male officer had said her name 

while performing a sex act in a tent that they were sharing with seven other soldiers. She said 

(ibid) in the course of her case that "anti female prejudice permeates the whole Army". 

Pragmatic 

By pragmatic I mean that the Army has an operational imperative to maintain its forces, and 

this imperative focuses discussion away from philosophy and emotion towards a common 

sense ̀ art of the possible' stance. The Army is facing recruitment shortfalls but also is 

accumulating experience of women actually being involved in operational conflicts simply by 

virtue of the nature of modern warfare. These two forces may combine to induce a policy of 

pragmatism on the part of policy makers. 
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Casey (1997) makes the important point that women are making up for lost time in the 

physical fitness area. Pisik (1996) reported what would happen if the average civilian woman 

was put through a rigorous physical training programme. Her report showed that `with a little 

training most women can become just a strong as the average man' and she suggests that 

preconceived notions of what women can and can't do is also affecting the type of training 

they are receiving even in the military. Dixon (opt cit) also makes this important point: 

In days gone by, when physical strength counted for more on the battlefield 
than mental ability, and senior commanders could exercise their heroic powers 
by leading their troops into action, the physical aspects of heroic leadership 
were no doubt important. But in modern war [......... ] heroic leadership must 
count for rather less than managerial and technical ability 

(Dixon opt cit: 213) 

Field and Nagl (2001) comment how `much of the current debate surrounding the presence of 

women in the positions in which they now serve is extremist and destructive'. They recount 

how the Persian Gulf War of 1990-1991 involved 40,000 serving women military. They 

comment that `the combat exclusion rule was revealed as dubious as women served in 

logistics bases forward of all male infantry and armour units but not on aircraft carriers 

hundreds of miles to the rear of the front lines'. They comment that the specialities that in 

effect are now closed to women eg infantry and armour are `traditionally the most critical 

routes to high command positions. In addition they are culturally and functionally considered 

to be positions of greatest significance to the defence mission. ' 

Field and Nagl (ibid) also comment that contrary to the views expressed in Women in the 

Armed Forces (MOD 2002) there is little appetite amongst women for these combat roles. 

Their survey revealed that only 30% of respondents would choose to enter combat arms and 

combat support; of those only 4% favoured the infantry whilst 26% favoured armour and field 

artillery. However, they conclude that `changes in the international environment have moved 

the balance point between individual liberty and the military's functional imperative. The 

time has come to permit female officers to serve in the combat arms if they are able to meet 

the physical requirements of that branch. Anything less is a betrayal of the very democratic 

principles which members of the American military have sworn to support and defend'. 

Finally, combat role is an ambiguous demarcation line; the combat zone can encompass 

support activities in a fast moving conflict. Walters (2004: 4) comments that "Even though US 

military women are not officially allowed into combat, they are finding themselves in the 

thick of the action an with no definable front line - and they are fighting and dying in record 

numbers". The recent account by Williams (2005) of her experiences as a female US soldier 
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in Iraq highlight the tough role of women in the military working alongside, but not part of, 

the infantry and the commonality of experience; 

When you get deployed your whole life everything is intimately bound up 
with the people on your team. These are the people with whom you live, 
sleep, work, eat, fight. 

(Williams ibid: 58) 

She was a sergeant in the military intelligence division of the 101st Airborne Division (Air 

Assault) and also has some important points to make in her view on, in this case non 

commissioned, officers: 

Still Staff Sergeant Gardner was a huge improvement over Staff Sergeant Moss. So 
the guy talked down to us. Big deal. He never almost got me killed (my italics) 

(Williams ibid: 156) 
This is an important point to reflect on. When the actions of your leader can needlessly 

expose you to mortal danger, then his or her professional competence will be a key issue. It 

resonates well with Dawkins's view that, as human beings, we seek survival. Indeed Dixon 

(opt cit: 175) identifies the concept of `fragging' which is a US term for the maiming or killing 

of officers by their own soldiers when they are thought `too keen to engage in combat'. 

In the background of this debate is the issue of recruitment shortfalls due to demographic 

change. By 2030 the number of people below the age of 20 is likely to fall by 900,000 and 

those aged between 20-40, by 1.8 million (Evans 2001). Wildman (opt cit: 29) comments that 

recruitment policy is driven less by demands for equal opportunities than by a `desperate 

shortage of personnel'. She quotes Dr Rachel Woodward - University of Newcastle, saying 

that part of the recruitment problem is: 

because the traditional pool of white, working class northern males has 
dried up [.. ] the Army is at an absolutely crucial point. It's a huge institution 
built on many years of pretty strong ideas about gender identities, but all that is being 

challenged. 
(Wildman opt cit: 29) 

Summary 

The Army's relationship with its female officer cadre poses complex issues. The organisation 

is experiencing great change in the nature of its task which now constitutes a broad spectrum 

of activity and an environment where conflict, and the nature of its resolution, is less 

predictable than in the Cold War era. It is also developing a technology led response that will 

rely more on equipment capability than physical presence to win future conflicts. The Army 
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context is requiring it to be more integrative in its approach with the Royal Navy and Royal 

Air Force, the civilian element of the MOD as well as traditional allies such as the US. This 

resonates well with descriptions in Chapter 2 of the organisation type that will require 
transformational leadership to be effective. The 2004 Spending Review manpower cuts, 

which are required to fund the equipment programme, will mean that the capability of 

existing personnel will need to be optimised. In addition, it is recruiting from a shrinking pool 
of manpower and needs to recruit more women. At the same time however, it has made a 
blanket policy decision to exclude women from the combat arms, primarily on bio- 

mechanical grounds, and some evidence that this is despite their wishes. There are critical 

consequences to this in that the input of women is thereby denied on other military tasks eg 

peacekeeping and humanitarian scenarios. These are areas of activity where the presence of 

women soldiers could provide a means of dialogue and positive role models for the women 

victims of such events. Critically, the exclusion of women from close combat roles also 

relegates them career wise to a lower caste than male officers. There is also strong evidence 

from MOD (2006) of extensive harassment of women. 

The Army military judgement on excluding women from close combat roles, pivots on two 

issues. The first is combat effectiveness, or that women cannot meet the physical 

requirements of the combat arms. However, there is conflicting evidence that, with proper 

training, the physical fitness discrepancy gap can be narrowed. The second is the hand-to- 

hand combat situation, women bayoneting the enemy or being bayoneted, and the public's 

reaction to it. Again there is some evidence that values have shifted, are continuing to shift, 

and this may no longer the cultural taboo it was. Of course, an alternative argument is that 

the official line is simply a convenient peg on which to hang a reactionary view that women 

have no place in the elitist arms of the Army, and that these should remain an all male 

domain. As Kennedy-Pipe and Welch (opt cit: 5 1) comment: `women's partial exclusion from 

the military and in particular from combat roles is held to exclude them from an important 

sphere of value and thus to derogate them'. 

In completing this chapter I have addressed my supporting objectives (S02 and S03) on 

reviewing the current context of the MOD and British Army, and the history and context for 

women in the Army. Women currently form a small element of the Army and are excluded by 

policy from the most highly valued posts in the Infantry and the RAC. From this and taking 

current reports (MOD 2006) on levels of harassment, I conclude that there is a prima facie 

case that women experience a lack of congeniality in their working environment. Additionally 

this analysis raises the issue of sub optimal use of a scarce and very capable resource - in fact the 
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research so far suggests that women might be better able to lead in the future operational 

context. 

The next chapter will examine issues around research methodology. It will examine the nature 

of academic research and the choices that researchers in social science need to make in terms 

of methodology, methods and design. It will then address the ethics of research and will aim 

to identify possible risks to a successful outcome. 
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It is to be noted that when any part of this paper appears dull, there is a design in it. 

Richard Steele 1672-1729; Irish born essayist and dramatist - The Taller no 38 

(7 July 1709) 

Chapter 4- On methodology, methods and design 

This section of a thesis, the explanation of how I will design my research and my rationale, 

can be less than stimulating for a reader. Nevertheless, just as with architecture, if the design 

is flawed, the whole edifice will be unsound. I start the chapter with an overview on the 

nature of research. I then restate my research area and the reasons for my interest in it. It 

includes the primary research question and the supporting objectives. I then discuss, in broad 

terms, the nature of research methodology, focusing on the distinction between positivist and 

phenomenology research paradigms. I propose my research methodology, research methods 

and research design. I next examine the ethical considerations inherent in my research. I then 

move to my plan for data generation, examining how the methods will provide data to answer 

my research questions, and satisfy the requirement for validity, reliability and generalisability. 

I then lay out how I intend to analyse the data and link how my research question and 

supporting objectives will be covered by method, data source and data analysis. Finally I 

anticipate some of the issues I may encounter and detail my contingency plan for dealing with 

them. 

Research - an overview 

What is research ? The Oxford Encyclopedic Dictionary (Hawkins & Allen 1991) defines 

research as: " la) the systematic investigation into and study of materials, sources etc in order 

to establish facts and reach new conclusions. lb) an endeavour to discover new, or collate old, 

facts etc by the scientific study of a subject, or by a course of critical investigation". Hussey 

and Hussey (1997) broadly concur with this definition. They comment that: 

whilst there is no consensus in the literature on how research should be defined, 
there does appear to be consensus that research is: 

a process of enquiry 
it is systematic and methodical 
research increases knowledge. 

Hussey and Hussey (1997: 1) 
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Jankowicz (2000: 109) introduces the idea that how you research will reflect your personal 

belief systems and that it involves an examination of two fundamentals: your ontology and 

your epistemology. He defines ontology as core belief about the nature of being, and 

epistemology as your personal theory of knowing, that is what you consider counts as 

knowledge and what doesn't. Remenyi et al (2000: 103) say that your ontology depends on 

`whether the object of investigation is the product of consciousness (nominalism) or 

whether it exists independently (realism). They define epistemology as `what our grounds 

for knowledge are'. Easterby Smith et al (2000: 27) say this has significance in research. 

On the one hand an individual's ontology and epistemology might position them to see the 

world as external and objective, where the observer must be independent, where science is 

value free and the task is to seek after general laws. Alternatively, the researcher might 

consider that the world is socially constructed, that the observer must be involved in the 

research process and that science is far from objective but driven by human interests. 

These views form a fault line between the natural and social sciences. In natural sciences, 

research is standardised around what Jankowicz (opt cit) calls the hypothetico-deductive 

method. This looks to develop general theory through the construction of a hypothesis, 

measurement testing and verification. In social sciences he says there is no need to apply 

theories; understanding and prediction are already theory-in-action, being theories from 

action. Remenyi et al (opt cit), in the context of business research, comment that: 

Business research is commonly aimed at helping to develop management 
understanding of how business organisations work. It is frequently suggested 
that the best business research should lead to the development of guidelines 
(my emphasis) by which individuals in positions of responsibility can manage 
their business responsibilities more efficiently and effectively. 

Remenyi et al (opt cit: 27) 

These issues are covered in more detail when I address the issue of my research 

methodology but my research is essentially nominalist and inductive in character. 

However, I am aiming to develop nomothetic, as opposed to idiographic, conclusions. 

Analytic Framework for the research 

Jankowicz (opt cit: 178) suggest that the researcher has two options when researching 

academic theory. You can either study further an existing single coherent model, theory or 

approach which describes the kinds of relationship you are likely to find in your data of 

data. Alternatively the researcher can develop a model, possibly using Glaser and 

Strauss's (1967) method of grounded theory. My approach, as foreshadowed in my 
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Literature Review, was to test current academic theory, in particular the Alimo-Metcalfe 

and Alban-Metcalfe (2003b, 2005) TLM, which conceptualises a typology of 
transformational leadership styles. 

Research Question 

I developed my research question and supporting objectives in Chapter 1, but I will restate 

them here for convenience. My principal research question is: 

The British Army - do men and women officers lead in different ways? (P 1) 

In addressing this aim I also articulate a number of supporting objectives (SOs). In my 

review of the literature in Chapter 2, I identified that the TLM of transformational 

leadership appeared to be the most relevant to inform this study (S02). The remainder of 

my supporting objectives refer to the context in which I will conduct my research: the 

officer cadre of the British Army. 

Supporting objectives are therefore: 

- SO1; what is the current position for academic theory on leadership, and 
leadership and gender? 

- S02; what is the history and current context of the MOD and in particular, the 
British Army? 

- S03; what is the history and current context for women in the British Army? 

- S04; does the current British Army policy, which bars access by females to close 

combat roles, remain valid? 

I consider that research output on these supporting objectives will combine into a holistic 

argument that will address the primary research question. However, I would stress the 

study is not planned on a hypothetico deductive model but will focus on a relatively small 

proportion of the overall population and therefore be exploratory and inductive in 

character. 
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Research Methodology and Methods 

Having outlined the principal and supporting research questions, this section will examine 

some of the key conceptual issues around research methodology. 

Buckingham and Saunders (2004: 14) distinguish between methods and methodology by 

stating that the former concerns technical problems to do with whether research tools are 

used properly, whilst the latter relates to philosophical issues around whether it is 

"possible or advisable to use such tools in the first place". Put another way, methodology 

brings into focus the researcher's epistemological position on how we can know 

something to be true or false. In the context of social science, research literature identifies 

two epistemes; positivism and phenomenology. 

Easterby-Smith et at (1991: 22) comment on the `long standing debate' in social 

sciences about which is the appropriate episteme from which to derive methods. 

They use an adversarial metaphor when describing positivism as being `in the blue 

corner' with phenomenology in the `red corner'. Debate in social sciences about the 

appropriate episteme has led to the emergence of the term `paradigm' as a synonym 

for episteme. This is closely associated with Thomas Kuhn (1922-1996). His text 

Structure of Scientific Revolutions (1962) identified the phenomenon whereby 

scientists in a field naturally form a community. They will evolve, then 

institutionalise, a `paradigm', or a way of viewing the world and practising science in 

it. An early example might be the Ptolemaic system, after Ptolemy an astronomer 

who lived in Alexandria in 2°d Century CE. His theory adopted by the Catholic 

Church was that the earth was a sphere, hanging unsupported in space, and was the 

centre of the Universe, with the planets and stars moving around it (Magee 1998). 

As puzzles accumulate that the paradigm cannot solve, the search begins, particularly 

by young scientists, for a new paradigm. A new paradigm is identified by, in this 

case scientists such as Copernicus (1473-1543), and an initial trickle across, or 

conversion, becomes absolute as the new paradigm of heliocentricism answers the 

old puzzles - and hence we have a paradigm shift. One effect of Kuhn's work was to 

raise doubts about the extent to which any research process, even the scientific 

method, could ever be value free and completely objective. 

64 



Karl Popper (1902-1994) the Austrian philosopher, partly addressed this concern when he 

examined the empirical paradox associated with the scientific method of inductive 

reasoning. With this, a generalisation is built up by repeated observations until, at a point, 

a causal law is established. Popper in his text The Logic of Scientific Discovery (1959) 

suggested that research should begin with a theoretical generalisation and then test it 

against observation, or deductive reasoning, and then search for evidence to prove the 

theory wrong. In other worlds a theory is always on probation, awaiting disconfirmatory 

evidence that will then set up the cycle again. 

An extensive terminology has developed for describing the two methodologies. Hussey 

and Hussey (opt cit: 47) suggest a typology of descriptions in Fig 4. 

Positivistic Paradigm Phenomenological paradigm 

Quantitative Qualitative 

Objectivist Subjectivist 

Scientific Humanistic 

Experimentalist Interpretivist 

Traditionalist 

Fig 4 

I will now examine the tenets that underpin the two methodologies. 

Positivism and Phenomenology 

Positivism developed in the 19th Century and is identified with the French social philosopher 

Auguste Comte (1798-1857). Mautner (2000: 103) comments that Comte's book Cours de 

philosophie developed the theory that society evolves in three stages. The first stage is 

theological characterised by superstition, the second is metaphysical concerned with the 

development of abstract speculation and reflection. The third is termed positive where 

superstition and metaphysics give way to science. In other words Comte took the view that, 

just as in the natural sciences, there existed laws that governed human society. Facts would 
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provide the explanation for why things go wrong in society and enable solutions to correct 
them. 

His work was developed by Emile Durkheim (1858-1917). He taught at Bordeaux, and also 

Paris University. He considered social science was about discovering and explaining patterns 

and generalisations in whole populations, rather than focusing on individuals. Facts should be 

gathered eg falling birth rates, and the researcher in an objective manner will then identify 

and analyse statistical patterns. His seminal work was Le Suicide (1897) where he analysed 

suicide rates across a range of variables eg marital status, nationality, socio economic group 

and age. This enabled him to develop clear patterns and assess levels of risk. 

The second episteme, phenomenology, is closely linked with the work of Edmund Husserl 

(1859-1938). Mautner (opt cit: 421) summarises his view that experience should be described 

directly as it is, separately from its origins and development and independently of the causal 

explanations that sociologists might give. What interests the phenomenologist is not things in 

the world, but the contents of consciousness. In his text Ideas (1913) he proposes that things 

perceived in consciousness are not merely contents but things themselves. In other words, as 

Easterby Smith et al (2000: 24) comment, "the world and reality are not objective and exterior 

but socially constructed and given meaning by people". Buckingham and Saunders (opt 

cit: 28) use the term ethnomethodology as a synonym and state that, with this episteme, social 

science research is about producing `second order' accounts of how people create their own 

`first order' accounts of what happens in their world. 

There has been debate about the extent of mutual exclusivity between the two paradigms. 

Easterby-Smith et al (1991: 22) say that `although there has been a trend away from positivism 

towards phenomenology in the past few years, there are many researchers... who adopt a 

pragmatic view by deliberately combining methods drawn from both traditions'. Buckingham 

and Saunders (opt cit: 27) agree and say that, in contrast to the natural sciences where 

paradigmatic orthodoxy rules, social science has no single paradigm. However, they suggest 

that this represents a problem as "nobody can agree on a single set of rules by which facts 

might be identified in the first place". They use the phrase `epistemological pluralism' for an 

approach where there is a mix of the methodologies. 

Miles and Huberman (1994: 4) say that in epistemological debates ̀it is tempting to operate at 

the poles". However they continue that the social science research community `realists, 

interpretivists, critical theorists - are closer to the center (sic), with multiple overlaps'. They 
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also suggest strongly that researchers should make their preferences clear. As they put it 

(ibid: 4) " to know how a researcher construes the shape of the social world and aims to give a 

credible account of it is to know our conversational partner. We need to know where each is 

coming from". Bogdan and Bicklen (1998: 39) pose the question: which research approach is 

better, qualitative or quantitative? They respond with the pragmatic view that there is no best 

method and ̀ It all depends on what you are studying and what you want to find out'. 
I adopt a phenomenological perspective for this piece of work. This is because I am aiming to 

establish how people construct their mental map of leadership. Conger (1998) says that 

qualitative research must play a pivotal role in leadership studies, because leadership is a rich 

and complex phenomenon. He says that interpretation plays a significant part is how 

leadership is defined and experienced for example the perceptions of employees and their 

emotional reactions to leader behaviour. Alvesson (1996) also argues that a qualitative 

approach enables socially constructed nature of leadership to be tackled seriously. Remenyi et 

al (opt cit: 95) supports this in the broad context of management research when they say: "It 

is increasingly accepted among business and management scholars that phenomenology is 

better suited to this type of research where the central issues concern people and their 

behaviour". 

Research Methods 

Hussey and Hussey (opt cit: 59) suggest there is a link between the research paradigm 

appropriate to the research and the methods that were used. They suggest a typology as shown 

in Fig 5. 

Positivistic 4 10 

Data Collection cg questionnaires/surveys 
Contents analysis 

Phenomenological 

Interviewing 

Participant Observation 

Diary Methods 

Fig 5 
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I plan to use a range and mix of methods. This is partly because this is an opportunity for me 

to engage, in a practical sense, with these methods and therefore increase my own 

understanding of their strengths and weaknesses. It is also because obtaining information 

using different methods is held to strengthen its credibility. The term used for this is 

triangulation. Bogdan and Biklen (opt cit: 107) say that triangulation was `first borrowed in 

social science to convey the idea that to establish a fact you need more than one source of 

information and that `... multiple sources lead to a fuller understanding of the phenomena you 

are studying'. Whilst being dismissive of the term, which they say confuses and intimidates, 

they support the concept, but suggest that the researcher simply describes what was done 

rather than using `imprecise and abstract terms'. 

I plan to use the following methods: Repertory Grid Technique (RGT) and Critical Incident 

Technique (CIT) and collect data using the format of a semi structured interview. I will also 
interview a number of Key Informants. I anticipate that this will generate a significant 

quantity of rich qualitative data. I will then examine the data through content analysis 

techniques. I now examine the methods of RGT, CIT and Key Informants in more detail. I 

then look at content analysis and the method of semi structured interviews. 

Repertory Grid Technique (RGT) 

RGT was developed by the American psychologist George Kelly (1955) and was part of a 

general philosophy he developed entitled Personal Construct Theory (PCT). According to 

Stewart & Stewart (1997: Ch 1p 1), Kelly's work was prompted by the desire of psychology 

practitioners of his time to "have the respectability and the methodology of the physical 

sciences. They wanted to be able to utter laws about human behaviour: if A, then B- with the 

same degree of confidence that a physicist, engineer or chemist can". The fashion was for 

large co-relational studies eg to identify links between personality types and smoking. 

Although these studies produced relationships that were statistically significant, 

Kelly's concern was that they did not help him to make predictions in a rigorous way about 
individual patients. His need to was to be able to identify and scale the clinical problems that 

his patients came with and to use this data in his treatment and then re measure post treatment 

to identify change on the principle that what you cannot measure you cannot control. He also 

needed a technique that would guard against the phenomenon of observer bias. Stewart and 

Stewart (opt cit: Chlp2) describe this as where our lived experience gives us expectations 

about the world that we try to overlay on new situations; they comment that "observer bias is 
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a serious obstacle to understanding someone else's point of view, and it is not something we 

can overcome with self discipline and a tightening of resolve". 

He also had concern about the role of the expert in psychology where patients and other 

actors depended on the word of the expert to tell them the nature of their problems. Kelly's 

view was that most people were intelligent and capable enough to identify for themselves the 

cause and nature of their problems, given the opportunity to confront them and be guided in 

their self analysis. He also posited that individuals develop through life, a series of templates 

or hypotheses about how the world works and what should be their approach in any given 

situation based on previous experience and, possibly unconscious, reflection about past 

events. He termed these `mental maps' and that they supported his view of Man is a Scientist 

who is constantly reviewing and updating what he described as personal construct systems. 

His theory of personality (Stewart and Stewart: opt cit Ch l) states that; 

- The degree of agreement between the construct system of two people is a 
measure of the degree to which they are like each other, and the extent to which 
they are likely to understand each other without effort. 

- The degree to which one person can understand or mimic the construct system of 
another is a measure of the extent to which they understand and empathise with 
the other 

- Construct systems change over time to assimilate new information. However 

people vary widely in the extent to which they are open to change 
- Construct systems have survival value for their owners ie they have generally 

served them well, to date 
(Stewart and Stewart: opt cit Chlp5) 

The method by which a practitioner can surface the individual's mental map or identify their 

key constructs is known as the repertory grid technique. The process starts with the 

identification of a small number of elements, say between 6 and 9. Elements are the focus of 

the enquiry. In this study, I would plan to use leaders, known to the participant, as elements. 

The participant is then invited through a process known as triadic elicitation to identify bi-polar 

constructs or attributes of the leaders. This is performed by selecting three of the elements and 

asking the question "In what way are two of these people similar to each other and different to 

the third? " One construct might be that two are to be trusted whereas the other is not to be 

trusted. The bi polar construct thus becomes trustworthy - untrustworthy. Different 

combinations of the elements are put to the participant until the range of constructs is 

exhausted. Because the interviewer plays no part in surfacing the constructs, they represent a 

personal reflection of the participant's view of the world and go a long way towards removing 
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the concern about observer bias. Kelly explained the rationale for bi-polar constructs in the 

sense that a word or term only makes sense as a construct if you also have an understanding of 

what the participant means as its opposite; for example, one construct might be ̀ strategic 

thinker'; there are a number of constructs that could be at the other end from the participants 

view eg muddled thinker, sloppy thinker, or tactical thinker. 

The next stage is for each element/leader to be marked against each construct typically using 

a 1-5 scale with 1 being close to the left hand construct and 5 being close to the right hand 

construct. A wide spread of marks eg 1-5 indicates the importance of that construct in an 
interviewee's value system. The output from this is a repertory grid similar to Fig 6 which 

shows six leaders, or elements: 

Construct Element Construct 

A B C D E F 

Strategic Thinker 1 5 3 5 2 4 Tactical Thinker 

Build Team 4 3 5 1 4 5 Direct Team 

Set Morals 5 3 4 3 2 1 Changeable Morals 

Supportive 3 3 4 5 2 1 Not supportive 

Fig 6 

There are a number of methods for analysing grid data. Stewart and Stewart (opt cit: Ch6p 1) 

suggest five principal methods. These are: frequency counts, content analysis, visual focusing 

cluster analysis and principal components analysis. The first two methods are concerned with 

analysing the content of the grid and the other three analyse not only the content but also the 

inter-relationship. There are a number of computer programs that will conduct analysis eg 

RepGrid and Gridlab, the latter is used extensively by the Cranfield School of Management. 

Critical Incident Technique (CIT) 

Hussey and Hussey (opt cit: 151) comment that critical incident technique is `widely used 
during in-depth interviews to generate qualitative data'. It was developed by Flanagan (1954) 

and was concerned with getting certain important facts concerning behaviour in defined 

situations. John Flanagan was head of the US Aviation Psychology Programme and became 

concerned with an unacceptably high rate of pilot failure during training. An analysis of the 

personality traits of the pilots was unsuccessful as a predictor of training success. Flanagan 

then went on to analyse actual incidents of success and failure in training and worked 
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backwards to identify the behaviours that led to positive or negative results. Fountain (1999) 

positions CIT as a subset of content analysis. She comments that incidents generally include 

three features: a description of the situation, an account of the actions or behaviour of the key 

player in the incident, and the outcome or result. Incidents are reported typically as examples 

of `effective' or `ineffective' action. 

At the pre interview stage I asked interviewees to identify and reflect on an incident where 
they had observed a demonstration of either excellent or very poor Army leadership. 

Key Informant interviews 

Jankowicz (opt cit: 252) comments that key informant interviews differ from other forms of 
interview largely because informants are chosen on the basis of their idiosyncratic specialised 
knowledge rather than being chosen at random to sample to investigate the issues under 

consideration. Tremblay (1982 ) says the technique is useful to define the essential 

characteristics of some issue by drawing on the experience and understanding of the people 
involved. It also identifies the boundaries constraints and extremes within which these 

definitions are seen to apply. 

He suggests that the identification of key informants is done through the `snowball' 

technique, taking the guidance of early respondents in choosing subsequent interviewees. To 

retain control of the situation he suggests that criteria for respondent choice should be defined 

in advance and subsequent deviations from the original list are recorded. This could be done 

by presenting both the final and initial list in the write up, commenting on the likely 

differences this might have caused. 

Content, Discourse and hermeneutical analysis 

One key area of study was the wealth of MOD and Army policy documentation that sits in the 

public domain, in addition to statements or reportage relevant to the topic. Jankowicz (opt cit 

: 218) says that these techniques: ̀focuses on the way in which language is used in given 

settings ... and the task is to identify the context and the various interpretive repertoires... 

and an attempt to arrive at an understanding of the function of the story being told'. The 

importance of this is area is that, being a public sector organisation and occupying such a 

sensitive area at the intersection between the state as an enforcement agency and service 

provider, policy and public statements are given a high degree of importance in conveying 
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organisational thinking in particular areas. If you want to be informed you need to read the 

public utterances. This method may also involve the use of a hermeneutical approach. This 

term was originally associated with interpreting ancient scriptures (Hussey and Hussey op 

cit: 71) They say it involves paying `paying particular attention to the historical and social 

context surrounding an action when interpreting a text. The hermeneutic process therefore 

involves interpreting the meaning of a text through continual reference to its context. 

Interviews - semi structured 
I deploy RGT and CIT methods in the context of semi structured 1: 1 interviews with both 

men and women Army officers. Easterby Smith et at (2000) say that although interviewing is 

often claimed as the best method of capturing information, its `complexity can sometimes be 

under rated'. They comment that a range of interview types are open to the researcher from 

those based on a positivistic model where the same questions are asked in the same way eg 

opinion polling to semi structured or unstructured interviews. They say these types are 

appropriate when: 

- `it is necessary to understand the constructs that the interviewee uses as a basis 
for her opinions and beliefs about a particular matter or situation or, 

- one aim of the interview is to develop and understanding of the respondent's 
world... ' 

Easterby Smith et al (2000: 72) 

Jankowicz (opt cit: 244) comments that ' the purpose of a semi structured interview is often to 

obtain information about personal attitudinal and value laden material and (the interviewer) is 

likely to be dealing with matters which call for social sensitivity in their own right'. I have 

provided more information on the planned structure of these interviews in my section on 

research design. 

In summary the relationship between the supporting research questions, and the research 

methods is shown in Fig 7: 
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Research Question Method 

P1; The British Army - do men and women officers lead RGT and CIT through semi structured interviews, 
in different ways? Literature review 
SO 1; what is the current position for academic theory on 
leadership, and leadership and gender? Literature review 

S02; what is the history and current context of the MOD Literature review and content analysis of MOD policy 
and in particular, the British Army? documents. Key informant interview 
S03; what is the history and current context for women in Literature review and Semi structured interviews. 
the British Army? Content analysis. Key informant interview 

S04; does the current Army policy, which bars access by Literature review 
females to close combat roles, remain valid? Semi structured interview; Key informant interview 

and content analysis 

Fig 7 

Research Design 

Bogdan and Biklen (opt cit: 50) say that traditional researchers speak of the design of a study 

as the ̀ product of the planning stage of research'. This is implemented, data collected and 

analysed and the writing completed. They contrast this with qualitative research where design 

decisions are made throughout the study and where they suggest a full description of the 

procedures is best constructed after the event. Their advice is to `hang loose'. 

Yin (1994) takes a more traditionalist view and comments, in the context of case studies, that 
"(research) design is the logical sequence that connects the empirical data to a study's initial 

research questions, and ultimately, to its conclusions". He suggests that there are five 

components of research design. These are: 

- The study's questions 
- its propositions, if any 
- its unit(s) of analysis 
- the logic linking the data to the propositions and 
- the criteria for interpreting the findings 

Yin (1994: 19) 

This section will look at some of the key aspects of my research design in terms of. piloting, 

sampling, identification of key informants, reliability, validity, generalisation and ethics. 

Finally I lay out my interview design. 

Piloting 

The research literature strongly recommends that the research design is piloted before the 

main study commences. I did conduct semi structured interviews with pilot respondents, 

which I report on in Chapter 5.1 strongly recommend this part of the research design. 
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Sampling 

According to Remenyi et al (opt cit: 193) the sampling issue is important because the 

management researcher rarely has the option of studying all aspects or actors involved in a 

phenomenon. Most frequently the researcher has to `select a subset of all the possible 

informants in the target population' (opt cit: 193). They suggest the first step is to define the 

population to be studied; they term this the sampling frame. Sampling techniques fall into two 

broad categories: non probability samples, which they refer to as `the domain of the 

phenomenologist' and which exclude statistical analysis, and probability samples which are 

used by the positivist. 

Examples of non probability samples include: convenience samples, snowball samples, quota 

samples and judgement samples. Convenience sampling comprises `individuals or 

organisations that are most readily available to participate in the study' (opt cit: 194). They 

comment that such samples are popular in university research where samples often comprise 

a group of students or executives attending course at the time the research is being pursued. 

Snowball sampling is where the researcher asks the informant to suggest other informants 

who could contribute. They comment that `sometimes this is the only way in which a 

researcher will obtain access to appropriate informants' (opt cit: 194). 

Probability sampling includes simple random sampling, systematic sampling and stratified 

sampling. The key principle in probability sampling is that each member of the sampling 
frame has a known but not necessarily equal chance of being selected. Hussey and Hussey 

differ slightly in their approach. They also define a sample as made up from some members 

of a population. They comment that whereas selecting a sample is a fundamental element of a 

positivistic study, a phenomenological study may have a sample of one. However, they also 

comment that good practice in positivistic studies can carry across. They give the 

characteristics of a good sample as; 

- chosen at random; every member of the population must have a chance 
of being chosen 

- large enough to satisfy the needs of the investigation 

- unbiased 
Hussey and Hussey (opt cit: 144) 

For practical reasons I defined the sampling frame, or population to be studied, as the officer 

population of the Army element of the DAUK. This is because access to officers in their 

operational environment, whether on training or deployment, poses severe and 
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insurmountable practical issues The DAUK population breaks down into two broad elements: 

one is the student population and the other is the Army Directing Staff (DS) who supervise 

student activities. The student population is defined by the course and again breaks into two 

elements: one is academic programmes at Undergraduate and Post graduate level. The other is 

military Staff courses which are more prescriptive, and lack an academic outcome. 

In terms of ranks, the undergrad programme students are Officer Cadet and junior officers ie 

Lt and Captain whereas post grads are Majors and Lt Colonels. Staff course are generally 

pitched at Majors, and the DS are mainly Lt Colonels. I will focus on the Major/Lt Colonel 

grades primarily because these are the dominant ranks. In addition to this, Majors are at a mid 

point in their career and will have considerable lived experience of the current culture and 

also a deep interest in future career structures. 

Having defined the population to be sampled, other key issues were: the breakdown between 

male and female officers and their `cap badge' ie to which corps or regiment they belong. The 

military context and its importance were covered in Chapter 3. I explained there that cap 

badge is a key issue because the Combat Arms currently have an embargo on women holding 

posts. It will therefore be important that this element of the population (which by definition is 

male) is involved in the study. I designed a sample across the three element typology 

identified in Chapter 3 that required a total of 24 officers, 12 women and 12 men in rough 

proportion to their employed numbers. The number was to an extent arbitrary but it 

represented a comprehensive span of respondents and also was maximum practical for me, as 

a single researcher, to manage. I was also guided by Stewart, V and Stewart, A, who comment 

that: 

As a very rough rule of thumb when you interview a group of homogenous 

people about an external topic you tend to run out of new constructs after 
about 20 interviews. 

Stewart, V and Stewart, A, (opt cit: ch7 p2) 

I therefore adopted the non probability sampling design based on convenience sampling and 

snowball sampling. This latter was particularly relevant to my study where the Army is a 

closed organisation for external research but where I have working relationships with a 

number of DS, and also students who may then refer me onto relevant people or sources of 

information. 

This sampling was also influenced by practical issues of access and research time scale. Each 

interview took between 90-120 mins to complete. In addition the research design called for 
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key informant interviews which took a similar time. The design above produced issues and 

evidence to move the debate forward and I consider it was the maximum consistent with 

timely completion of the research. 

Some nuanced issues that that the sample introduces are age and exposure to academic 

thinking. The undergrad population were, by definition, younger and more exposed to 

academic thinking. This may have predisposed them to particular view points on this issue. 

The post grad and staff course population were similar in age profile but differed in exposure 

to academic thinking. The staff course academic content is limited and certainly restricted in 

the area of academic leadership theory. The sample design reflects Hussey and Hussey's 

views where, although I have adopted a non probability approach, I have imported the 

probability concept of random sampling to some components of the sampling frame. 

A summary of the sample composition is given in Fig 8. 

Cap Badge Males Females 

Infantry 2 0 

RAC 1 0 

Royal Artillery 2 1 

Royal Engineers 1 2 

Royal Signals 1 1 

Army Air Corps I 1 

Royal Logistics Corps 2 2 

REME 1 2 

AGC 1 3 

Total 12 12 

Fig 8 

Identification of key informants 

I identified key informants in three areas; 

Senior retired officer; my thought was such a person would be able to provide 

with detailed information on cultural and structural issues but be objective. The 
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interviewee was Brigadier Jim Campbell (Rtd REME) who was extremely 

helpful, constructive and supportive throughout. 

Senior female Army officers currently in post; they were Brigadier Jean Dowson 

at the time one of the two most senior female officers in the British Army, and 
Colonel Sue Rollo 

RMAS; RMAS is the lead body for conceptualising leadership in the Army. 

I interviewed Major Justin Featherstone (S02 Leadership). 

Credibility Issues of Research design; validity, reliability and generalisability 

To address the general issue of the credibility of my research design, I now examine the 

linked issues of validity, reliability and generalisability. Remenyi et al (opt cit: 114) state that 

these issues of should be considered at the design stage of the research. This is because they 

are the most important criteria used to evaluate research and should indicate how well the 

research was accepted by a critical audience ̀peers, assessors or examiners'. However, they 

comment that phenomenological research has ̀ differing yardsticks' to those for positivist 

research. 

Validity; Remenyi et al (opt cit: 114) define validity as `whether the researcher has gained 

full access to the knowledge and meanings of respondents'. Hussey and Hussey (opt cit: 173) 

say that validity is `concerned with the extent to which the research findings accurately 

represent what is happening in the situation'. Easterby Smith et al (1991: 121) say validity is is 

`a question of how far we can be sure that a test or instrument measures the attribute which it 

is supposed to measure'. I did feel that the TLM I was using had received sufficient peer 

review to be credible. I consider that the RGT and its lack of observer bias plus the semi 

structured nature of my research provided me with full access to the knowledge and meanings 

of my respondents. 

Reliability; Remenyi et al (opt cit: 114) say this issue focuses on whether similar observations 

would be made by researchers on different occasions and therefore how replicable the study 

is. Hussey and Hussey (opt cit: 173) agree and say that research findings can be said to be 

reliable if `you or someone else repeated the research and obtained the same results'. Easterby 

Smith et al (1991; 121) say that reliability is primarily a matter of stability - if an instrument is 
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administered to the same individual on two different occasions will it yield the same result. 
They do acknowledge that no one can be sure that the individual and factors have not changed 
in the interim. 

They recommend that tests for validity and reliability should be made at the pilot stage of an 

investigation. I did pilot key aspects of my research design but, given this is a 

phenomenological approach I feel the degree of reliability, as defined here, is relatively low. 

Hussey and Hussey (opt cit: 122) point out the importance of the unit of analysis in research 

design. To enable comparison and meaningful analysis, the unit of analysis for each 

component of the research design should be identified in advance. These could be an 

individual an event or an object. The key unit of analysis in this study was individual 

respondents. Constructs generated through the RGT, and the data subjected to construct 

analysis was subordinated to each individual interviewed. 

Generalisability; Remenyi et at (opt cit: 114) comment that this is about the applicability of 

theories that were generated in one setting to other settings. They state however that this is in 

the context of hypothesis testing research and the relevant conventions `are not appropriate to 

non positivist research' (opt cit: 116). Hussey and Hussey (opt cit: 58) agree that generalisation 

is about the applicability of research results to cases or situations beyond those examined in 

the study. However they are more sanguine than Remenyi on non positivist research and say 

this is possible but that, to do this, `you must have a comprehensive understanding of the 

activities and behaviour you have been studying' (opt cit: 59). Easterby Smith et al (1991: 41) 

also distinguish between the positivist and phenomenological viewpoint and define 

generalisabity as the likelihood that ideas and theories generated in one setting will apply in 

other settings. As my study is non positivist and based on a small segment of the whole 

population, I make no claims for generalisability in this research. 

Ethics of Research 

There are a number of key issues that need to be carefully addressed and thought through by 

Masters and Doctoral students if the integrity of the research is to be ensured according to 

Remenyi et at (opt cit: 228). They suggest that the topic area or what is to be researched can 

cause ethical concerns among certain groups particularly in the fields of medicine and 

pharmaceuticals eg stem cell research or animal testing. 

I did not consider that research on leadership would raise ethical concerns but Remenyi et at 

also discuss the how of research and suggest three areas of concern: (1) evidence collection is 
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around the research instruments eg questionnaires and interviews. I don't consider my 

research raises any issues here, (2) openness with informants does raise the issue of 

confidentiality of respondents. The key issue is the identification of poor leaders and their 

associated comments. My research design does not require interviewees to reveal particular 

identities but I provided a guarantee of anonymity to cover the semi-structured sessions on 

other research questions. (3) the integrity of evidence; one issue here is the extent to which 

the researcher's analysis of the data is objective. Remenyi et al suggest that the original 

sources of evidence are retained for say between 2-5 years for possible audit. As previously 

explained, RGT is designed in part to avoid bias. I arranged, in the data analysis, to have my 

coding decisions independently checked by a colleague. 

Jankowicz (opt cit: 73-74) suggests a set of guide lines based on the Association for Human 

Resource Development ; their broad precepts are that research work should: be professional 

and responsible, use appropriate means of data collection, involve informed consent, carefully 

control deception and be carefully interpreted. I contend my research accorded with these 

precepts. 

Interview Strategy 

The 1: 1 semi structured interviews took the form of: 

open questions on: the gender congeniality of the British Army, and the 

interviewee's views on the operational validity of current embargo on women 
filling front line posts. 

Asking the interviewee to identify a critical leadership incident where they had 

been observer or participant and where either outstanding or poor leadership was 
displayed. 

An RGT section where interviewees were asked to identify (but not name) four women 

leaders that they know (two of whom are outstanding leaders and two of whom are poor 

leaders) and a similar sample for male leaders. The interview surfaced the constructs 

associated with each of those two groups and the ratings that apply. Interestingly, the 

potential multiplier effect of the research design was to cover 192 individuals ie 24 x8 and, 

taking the 24 interviewees as an additional group, give a total involvement of 216 individuals. 

The research design enabled me to examine and analyse the views of respondents from four 

perspectives: 
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" Female view of women as leaders 

" Female view of men as leaders 

" Male view of women as leaders 

" Male view of men as leaders 

This enabled me to establish a dialectical or gap model to identify whether there are any 
differences in how men and women construct leadership. This is given in Fig 9. 

Gap 2 

Women ~-~ Women 
as leaders as leaders 

Gap 5 

How How Gap 1 Gap 3 Men Women 
construct construct 

J 

Men as 

Gap 6 

Men as 
leaders leaders 

Gap 4 

Fig 9 Dialectical analysis model 

Field Notes; the idea of "observer's comments and field notes and a research log or diary. 

Miles and Huberman suggest (opt cit: 53) a contact summary form that is an immediate post 

event reflection on what key points eg the main issues and themes in the contact, that 

emerged. This would also help capture the non verbal data that won't register on a transcript. 

I did record issues arising from interviews on a pro forma immediately post event. An 

example of the planned interview pro forma is given in Appendix A. 

I will now outline, after having defined how my data will be generated, the methods I used to 

analyse it. 
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Proposed data analysis 

Bogdan and Bicklen (opt cit: 157) define data analysis as ̀ the process of systematically searching and 

arranging the interview transcripts, field-notes and other materials you accumulate to increase your 

own understanding of them and to enable you to present what you have discovered to others. They 

suggest that the only way to learn about analysis techniques is to conduct a study and "take data and 

work with them trying different approaches and styles as you go" (opt cit: 158). They furthermore 

suggest a break between data collection and analysis. 

The research design, grounded in a phenomenological approach, did produce largely 

qualitative data. The prime outputs were the repertory grids and the transcripts of the 

interviews. Hussey and Hussey (opt cit: 248) state that analysing qualitative data presents a 

number of problems. Morse (1994: 23) states that `despite the proliferation of qualitative 

methodology texts detailing techniques for conducting a qualitative project, the actual process 

of data analysed remains poorly described'. Robson (1993: 370) agrees and says that there is 

no `clear and accepted set of conventions for analysis corresponding to those observed with 

quantitative data'. Hussey and Hussey (opt cit: 249) say that in broad terms you can quantify 

the data either formally or informally, in other words, turn the qualitative data in numerical 

data. They identify content analysis and RGT as two formal approaches to qualitative data 

analysis. Alternatively they suggest you can identify a non- quantifying method such as 

general analytical procedure, cognitive mapping, and grounded theory. My analysis 

techniques focused on the repertory grid content using content analysis initially to examine 

academic theory. The detail of my analysis is in Chapter 5. 

Repertory Grid 

According to Stewart and Stewart (opt cit: Ch6p5) the outcome of RGT interviews can 

produce both qualitative and quantitative data. They suggest that the purpose of the grid 

should be identified in advance and the analysis methods. My purpose was to surface the 

constructs of leadership using a sample of men and women army officers to identify 

similarities and dissimilarities between them and any relationship with the TLM. The exercise 

consisted of generating data and identifying co-relationships. Stewart and Stewart (opt 

cit: Ch6pl) suggest, as previously stated, there are five principal methods of analysis of RGT 

interviews. These cover frequency counts, content analysis, visual focusing, cluster analysis 

and principal components analysis. The first two methods are concerned with analysing the 

content of the grid and the remaining three analyse not only the content, but also the 

interrelationships involving mathematical techniques. 
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I will use the first two techniques. Because each element was different and known only to the 

interviewee, there is no value in attempting to understand the interrelationships using 

computer analysis techniques. Instead I focus primarily on content analysis. My aim is to 

identify common factors or themes and then reduce or brigade constructs into these larger 

categories. Additionally, I used simple statistical techniques to calculate the total variance or 

variability involved in a set of constructs by analysing the range of ratings awarded to each 

construct by the interviewee. 

After having elicited the constructs, interviewees were asked to rate each element ie each 

leader on each construct using a five point interval scale (Jankowicz 2004). From this, I 

calculated the mean rating on each construct; I then calculated the difference of each rating 

from the mean, squared it, summed the squares and obtained the variance by dividing this 

figure by the number of elements - usually four. Having obtained the variance for each 

construct, I then summed the variances to give a total variance and expressed the variance of 

each construct as a percentage of the total. In this way (Goffin 2005) I arrived at the relative 

value to the interviewee of each construct. 

There are more complex, computer based, data analysis methods associated with RGT output 

- particularly on correlation. However given that the prime data ie the ratings is essentially 

ordinal, and so conveys no idea of distance, I felt that even the limited analysis above was 

pushing its utility to the limit. 

An example of a worked Rep Grid is given in Fig 10 

ab c d MeantotalV TV/4 %var 
Keeps personal life separate Brought personal life into job 1 5 1 12 12 3 10.435 
Remain within boundaries when socialisi ng Oversteps boundaries when soc 1 5 1 12 12 3 10.435 
Puts others first Out for their own gain 5 3 1 1 2.5 11 2.75 9.5652 
In touch with reality Snobbish 5 3 1 1 2.5 11 2.75 9.5652 
Close Working relationships with STMs Little working relationship with STMs 5 2 1 1 2.25 10.75 2.688 9.3478 
Interact well with team Not a team player 5 2 1 1 2.25 10.75 2.688 9.3478 
Professional lacks professionalism 2 5 1 1 2.25 10.75 2.688 9.3478 
Well respected Not respected by peers or superiors 4 4 1 1 2.5 9 2.25 7.8261 
Helpful not helpful 4 3 1 1 2.25 6.75 1.688 5.8696 
Could see subordinates' qualities Could not see sub qual 4 2 1 12 6 1.5 5.2174 

self confident lacks self confidence 2 4 1 12 6 1.5 5.2174 
Enthusiastic Lacked enthusiasm 2 3 1 1 1.75 2.75 0.688 2.3913 
compassionate no compassion 3 2 1 1 1.75 2.75 0.688 2.3913 
experienced inexperienced 3 2 1 1 1.75 2.75 0.688 2.3913 
competent lacks competence 1 2 1 1 1.25 0.75 0.188 0.6522 

15 28.75 100 

Fig 10 
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Frequency Count; this was, in my research design, the number of times particular constructs 

were mentioned. As my respondents chose different and anonymous elements ie leaders 

known to them, the analysis focused on constructs. Stewart and Stewart (opt cit Ch6p2) point 

out that frequency counts of constructs `are difficult because it is not often that the same 

constructs are produced by different people'. They suggest that the researcher adopts a fairly 

common construct or group of constructs and make a pattern to see how they are used. In my 

research this equated to the features of the TLM. It was interesting to note the degree of 

commonality in constructs. Kelly (opt cit) as stated earlier commented that the degree of 

agreement between the construct system of two people is a measure of the degree to which 

they are likely to understand each other without effort. My expectation was that, given the 

Army aspires to a homogeneous culture, the degree of construct commonality would be high. 

Content Analysis 

In this context, words and phrases were the basic form of data collected and these would 

constitute the unit of analysis. The principal source was interview transcripts. 

For the 1: 1 interviews with the sample for the DAUK, the initial analysis focused on 

identifying the relationship between the respondents constructs elicited through RGT to the 

TLM. In this sense the analysis framework is a priori. However if there was little correlation 

with the TLM then a new framework would need to be created a posteriori. This then poses 

the issue of how will these words be coded and themes identified. There are manual methods 

for conducting this exercise such as cutting and pasting and using colour coding techniques. 

Bogdan and Biklen (opt cit: 171) summarise the coding process as searching the data for 

regularities and patterns, then making words or phrases to represent these topics and patterns. 

These are in effect the coding categories. 

Miles and Huberman (opt cit: 56) describe codes as "tags or labels for assigning units of 

meaning to the descriptive or inferential information compiled during a study". They suggest 

a number of steps in the analysis. Firstly, the data should be put in order through a tidying up 

process. The data should then be reflected on and read over at least twice. This should give 

the basis for an initial coding typology which doesn't exceed 30-50 categories. Following this 

an initial attempt should be made to assign codes to the units of data. They suggest units of 
data are "usually paragraphs in the field-notes and interview transcripts". eg field-notes, 

transcripts. The coding categories should then be reviewed and preferably firmed up. 
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Miles and Huberman (opt cit) disagree with Bogdan and Bilden on timing and recommend 

strongly that coding should be ongoing not only because late coding enfeebles the analysis 

but also that continuous coding `uncovers real or potential sources of bias and surfaces 

incomplete or equivocal data that can be clarified next time out'. They also (opt cit: 58) sound 

a note of caution by suggesting the reading of field notes for `regularly occurring phrases and 

counterintuitive material that needs to be clarified elsewhere'. They suggest that a second 

level of coding `pattern coding' should follow on from the initial or first level coding of 

segments of data. They define pattern coding (opt cit: 69) as a way of grouping first level 

coding into a smaller number of sets themes or constructs 

On the practicalities of coding, Dawson (2003) comments " with the cutting, researchers often 

lost track of materials and could not reconstruct the data. Analysis was extremely limited". 

She suggests that analysis software is now available eg NVivo or NUD*IST. This operates 

by importing the transcript created as a Word document. This enables analysis on it. I elected 

to use NVivo for use in the analysis on the recommendation of colleagues. 

My analysis plan was to listen carefully to the transcripts several times aiming to identify or 

foreshadow key themes or patterns emerging. Miles and Huberman (opt cit: 64) call this 

process Check-coding and say it not only `aids definitional clarity but also is a good 

reliability check'. In the event that the factors emerging from my data did not map across to 

the TLM, my intent was to adopt a grounded theory approach. This technique developed by 

Glaser and Strauss (1967). This has been described by Hussey and Hussey (opt cit: 70) as the 

researcher developing a theoretical framework by observations and other data collection, in 

others words inductively, then switching to a deductive approach. This enables the researcher 

to "turn away from the data and think rationally about the missing information and form 

conclusions based on logic". 

The table at Fig 11 summarises the linkage between research question, method, data sources 

and analysis methods. 
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Research Question Method Data source Data analysis 
P1; The British Army RGT and CIT Semi structured Spreadsheet tool 

- do men and women Literature review interviews, key and content 

officers lead in informant interviews analysis and 
different ways? Relevant texts: books hermeneutical 

and journals enquiry 
SO I; what is the Relevant texts: books Content analysis 

current position for Literature review and journals and hermeneutical 

academic theory on enquiry 
leadership, and 
leadership and gender? 
S02; what is the Literature review and MOD policy Content analysis 
history and current content analysis of documents and and hermeneutical 

context of the MOD MOD policy relevant texts. Key enquiry 

and in particular, the documents. Key informant interviews. 

British Army? informant interview Semi structured 
interviews 

S03; what is the Literature review and MOD policy Content analysis 
history and current Semi structured documents and and hermeneutical 

context for women in interviews. MOD relevant texts. Key enquiry 
the British Army? policy documents. Key informant interviews. 

informant interview Semi structured 
interviews 

S04; does the current Literature review Semi structured Content analysis 

Army policy, which Semi structured interviews, key and hermeneutical 

bars access by females interview; Key informant interviews, enquiry 

to close combat roles, informant interview and MOD policy 

remain valid? content analysis documents 

Fig 11 

Potential Issues, or risk analysis, with this research 

In looking ahead to try and identify pitfalls in advance, I considered and made plans to 

mitigate the following issues: 

Lack of Access; being non military and also an investigator into such a value 
laden issue may well lead to access difficulties for me, particularly in the area of 
key informants. Key informants will have diary issues as will staff course 
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students so the ̀ what's in it for me' issue will also be important. I offered to 

provide a copy of the final report or an abstract so that they can see an outcome 
from the process. 

Lack of cooperation; although I felt confident that students on academic 

programmes, and DS staff who are known to me would cooperate well, given an 

assurance of anonymity, I anticipated that it would be more difficult to get access 

to students on staff courses and key informants. I planned that if my snowball 

technique failed, I would need to enlist the help of senior colleagues. 

Gender issues with interviews; Bogdan and Biklen (opt cit: 177) comment that 

different theoretical perspectives hold shape how they approach consider and 

make sense out of data. On the subject of feminism they state that this has 

"changed how we consider gender as a category of analysis". Smith (1987) 

argued that feminism has not only affected scruples and sensitivity in 

interviewing but, more importantly it has affected analysis that is, what sense 

researchers make of the data. Hussey and Hussey (opt cit: 157) state that, with any 

type of interview there is a problem of the effect the interviewer has on the 

process; for example there may be an element of class, race or sex bias. 

In addition, interviewees may have certain expectations about the interview and 

therefore give what they consider to be the correct or desired answer. Rosenthal 

(1966) says that male and female researchers sometimes obtain significantly 
different research data from their subjects eg both male and female researchers 
behave more warmly towards female subjects than they do towards male 

subjects, with male researchers the warmer of the two. I addressed this by 

involving female colleagues as consultants in the research process as far as 

possible. 

Generalisability; given that the identified population is the officer community at 

the DAUK, and the sample is small in comparison to the overall then 

generalisability to the DAUK and certainly to the British Army will not be a 

research outcome. However, I anticipated that the outcome would enable me to 

make an informed contribution to the important debate on the emerging role of 

gender in defence 
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In a final comment, Remenyi (opt cit: 27) state that the nature of research is often relatively 

unstructured and frequently unpredictable. They use the metaphor of a ̀ voyage of discovery' 

during which the researcher learns much about research methodologies and themselves, as 

well as the subject being researched. 

This chapter has outlined the context for social science research, and some of the 

philosophical issues that the study of people, as opposed to the external world, presents. I 

have detailed my research methodology, research design and data analysis plans. I have also 

examined ethical issues and conducted a type of risk analysis to identify the possible 

constraints that might compromise or frustrate research outcomes. 

The next Chapter will examine my findings both in terms of what data the research produced 

and also what I discovered about the research process itself. 
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"I often say that when you can measure what you are speaking about and express it in 
numbers you know something about it but when you cannot express it in numbers, 

your knowledge is of a meagre and unsatisfactory kind" 
Attributed to William Thomson Pt Baron Kelvin: scientist and inventor (1824-1907) 

Chapter 5 Findings 

This quote captures the dilemma of social science research. To be taken seriously, particularly 
by the natural science community we should adopt the positivistic methodology. However 

this methodology is incompatible, in the eyes (and ears) of many phenomenologists, with data 

produced by the study of human experience. They would claim this cannot be reduced to 

numbers but must be studied and interpreted in its context. My research method and design 

was planned to produce rich qualitative and quantitative data. Whilst acknowledging the 

limits of applying statistical analysis techniques to qualitative data, I followed the advice of 

Miles and Hubermann (opt cit: 41) who believe that linkage of the two data types is a benefit. 

They comment that qualitative data can aid the analysis process by "validating, interpreting, 

clarifying, and illustrating quantitative findings, as well as strengthening and revising theory". 

Regarding the analysis process itself, Lofland et al (2006: 195) state that analysis involves a 

kind of transformative process in which the raw data are turned into "findings" or "results". 

They also suggest there are four defining features of the process. Firstly that analysis of 

qualitative data will generally be skewed in the direction of induction rather than deduction - 

in other words the analysis is driven by the data itself rather than the testing of a theoretically 

derived hypotheses. Next, that the researcher is the "central agent" in the analysis process, 

and that it cannot be farmed out to independent analysts or to computers and software 

programmes. Thirdly, analysis is a highly interactive process involving immersion by the 

researcher in the data and finally that, because of these features, it is labour intensive and time 

consuming. 

My experience confirmed this; particular features were the richness of the data and the 

inductive process of trying to reduce these to themes or issues. The complexity issue was 

particularly acute because my analysis is aiming to develop a nomothetic, rather than 

idiographic, model of leadership. My strategy in reporting on this analysis is, as far as 

possible, to let individual narratives speak for themselves. In this way the reader has an, albeit 

limited, opportunity to participate in the analysis process and so be better placed to critique 

the outcomes. 
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Following Miles and Hubermann, I will focus initially on the quantitative data produced by 

the set of repertory grid interviews. I will argue that this data disconfirms the TLM - my 

conceptual framework derived from Chapter 2. Then, using the grounded theory approach I 

foreshadowed in Chapter 4, I construct a Military Leadership Factor (MLF) model. I argue 

this model demonstrates a significant difference when comparing how the men and women in 

my sample constructed leadership. I subsequently deploy qualitative data from the critical 
incident section of the interviews to triangulate certain features of the MLF model. 

I summarise responses to whether there is a congenial culture in the Army, from both a male 

and female viewpoint and identify differences in view. I argue that this confirms the MLF 

model in certain aspects. Finally I examine the response to whether women are competent to 

perform close combat roles, to identify whether the response is gendered, to link responses to 

the MLF model and to comment on the validity of MOD policy. I find that there is a mixture 

of views from interviewees but no great appetite or support for women to occupy Infantry 

roles. However there is evidence that respondents consider the current exclusion being invalid 

for roles in the RAC. I also identify an emergent issue concerning the nature of the power that 

an Army officer exercises. 

Data Sources 

The key source of data was the series of semi structured 1: 1 interviews I conducted over the 

period Jan 05 - May 06. They fell into two categories; the first category was key informants. 

These were: one of the two most senior female Army officers: Brigadier Jean Dowson, a 

second senior female Army officer: Colonel Sue Rollo, and Jim Campbell recently retired 

REME Brigadier, and finally, Major Justin Featherstone at RMAS. 

The second category, and the main focus, was the series of 24 interviews, predominantly with 

middle ranking officers across the range of combat arms, combat support and combat services 

support, with a 50: 50 gender split. Ranks ranged from Lieutenant to Lt Colonel and were 

drawn from the following cap badges: Infantry, RAC, Army Air Corps, Royal Artillery, 

Royal Signals, Royal Engineers, Royal Logistics Corps, REME, and AGC. The structure for 

the interview is given in Appendix A. 

At the start of the interview I again explained the purpose of the research and confirmed that 

it was acceptable to record our interview. I then asked whether they could suggest any `key 
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informants' eg either people in policy making or opinion forming roles in this area or parts of 

the organisation. This identified some useful leads. 

I then asked about the congenial nature of the Army, an essential area of the research, but also 

here partly as an `ice breaker'. This frequently required me to explain what the term meant 

so, in later interviews, I provided a dictionary definition. I then conducted the repertory grid 

aspect of the interview and talked interviewees through the elicitation of an initial construct. 

One feature of this section of the interview was the number of both men and women who 

could not provide any examples of female leaders, or in some cases, less than four. In those 

interviews I defaulted to a more general monadic or dyadic debate (Jankowicz 2004: 60). The 

concentration and mental struggles that people underwent to articulate complex and abstract 

constructs is evident from the recordings, with frequent long pauses and highly nuanced 

discussions. I mention this to illustrate that I believe my design generated a series of authentic 

narratives and constructs from my interviewees. 

I then asked respondents to rate the leaders on a 1-5 scale against each construct and 

subsequently explained the rationale behind this ie those with a wide spread of ratings were 

the most important in their value system. There was an acceptance of this, although at least 

two interviewees commented on the contingent nature of the leaders selected and thus the 

constructs elicited. Overall I concluded that interviewees were interested and impressed by 

the RGT and I felt it helped provide an integrity and professionalism to the research process 

from the respondents' viewpoint. 

Following on from this I asked people to recount their critical incident. Incidents ranged from 

small vignettes to accounts of major operations. On this point it was interesting to note that 

the context for many of the stories was a military operation as opposed to barracks or desk 

work - this is clearly where the competence and performance of officers is tested most 

strongly. To maintain confidentiality, I have kept identities anonymous. I have also excised 

key aspects of critical incidents where this detail could, potentially, identify a respondent. 

The sequence in which I will report on my data analysis is as follows. I will first report on the 

outcomes of the repertory grid interviews; these generated a total of 543 constructs and, 

assuming no duplication, analysed an actual total of 150 officers out of a target of 192 (ie 24 

x 8) -a 78% success level. The principal shortfall was due to only 58 women being identified 

out of a target of 96 -a 60% success level. One candidate also identified only historical 

figures therefore his grid was not used. So, taken together with the interviewees, the exercise 

involved a total of 175 officers - or 1.25% of the total population. The data from these 

sessions enabled me to disconfirm the applicability of the TLM, and to develop a MLF 
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model. I then populate the gap model (Fig 9) to identify differences between the leadership 

factors identified by men and women. 

I next report on the outcome of the critical incident section of the interview by gender. I map 

the underlying themes in these critical incidents across onto the MLF model to identify 

possible correlation and again to identify any difference in gender response. I examine 

respondents' views on whether the Army is congenial for women and group their response 

again by gender. Finally I address and seek views on the key operational issue of whether 

women are competent to perform close combat roles. Comments from the key informant 

interviews are also included where relevant. I conclude with a summary. 

Repertory Grid 

It quickly became evident that many interviewees had little experience of other women in a 

leadership role. In fact 4 out 12 men and 5 out 12 women could not identify Oy female 

leaders. As Jean Dowson (Key Informant) commented: "there are still people in the Army 

who have never ever worked alongside women - ever. " 

My analysis process was to tabulate the yield of constructs from each interview in a spread 

sheet as a data set. I then calculated the individual variation for each construct, then 

calculated the percentage contribution of each construct to the overall variation. The next step 

was to examine the data sets to identify broad factors that accounted for significant 

proportions of the variation, so that the primary data sets could be brigaded into more 

manageable entities. As Lofland et al (opt cit: 203) comment " the cognitive act of assigning a 

code is the first step in disaggregating your data". 

My first analysis was in the form of a pilot. This was the outcome of the first four interviews 

2 female 2 males. My aim was to identify whether the constructs and emergent factors 

correlated with the TLM. This model was developed primarily through research done in the 

NHS and local government. It quickly became apparent that the correlation was poor, as 

shown in the table at Fig 12. My particular concern, and that which prompted me to develop 

an alternative model, was the virtual absence in the constructs elicited of change management 

and the absence in the TLM of the issue of professional competence. The phenomenon of 

leadership, as I identified in Chapter 2 is closely related to change management. I examine 

later how this lack of fit is explicable in a military context. I then proceeded with the 

91 



remainder of the interviews on the basis that I would adopt grounded theory to analyse the 

data. 

Factor Extent of correlation 

strong weak none 
I'rrsoilA Ou, ilitir' 

- being honest X 

- acting with integrity X 

- being decisive, risk taking* X 

- inspiring others X 

- resolving complex problems X 

Leadflii file ()I 

- networking and achieving X 

- focusing team effort X 

- building shared vision X 

- supporting a developmental culture X 

- facilitating change sensitively X 

I. cadinn uni de e"I0hiii Othee, 

- showing genuine concern X 

- enabling X 

- being accessible X 

- encouraging change X 

* decisiveness was a key construct but, unsurprisingly, risk taking was not 
Fig 12 

My complete content analysis, after following the iterative content analysis procedures 
described in Chapter 4, identified a6 factor or MLF model that accounted for all the 

variation. The first version of this, derived from the RGT is shown in Fig 13. I subsequently 

refine it in the light of data deriving from the critical incident, congeniality and front line 

competence lines of discussion. I present a final version at the conclusion of the Chapter. 

92 



Factor Definition based on summary of constructs 

Gender understands and minimises impact of own gender in operational situations 

management Example constructs 

plain sexually attractive 
laddish ladylike 

Professional experienced, depth of knowledge, hard working, confident, consistent, decisive, 

Competence robust 
Example constructs 

consistent unpredictable 
industrious and energetic lazy 

Relationship self aware, involves and respects others, calm and considered 

management Example constructs 

encouraging bully 

sense of humour unable to lighten up 

Career ambitious and career focused 

orientation Example constructs 

successful career 'plateaued' 

army career fulfilling disappointed in her army role 

moral courage, trustworthy, earns respect, no personal agenda 
Authenticity Example constructs 

honest and open with you work behind back 

no personal agenda own agenda 

Physical fitness personal pride in own level of physical fitness 

Example constructs 
fitness oriented not sporty 

physically fit physically unfit 

Fig 13 MLF model - Version 1 

These factors accounted for all the variation, in other words they were inclusive with no 

requirement for a miscellaneous category. Ironically they bear a strong degree of similarity 

with Sun Tzu's typology detailed in Chapter 2: he articulated the five virtues that a general 

requires as; wisdom, sincerity, humanity, courage and strictness. I confirmed the factor model 

through a reliability check (Jankowicz 2004: 150). He suggests that such a process needs to 

provide stability, reproducibility and finally sheer accuracy. I did stability and reproducibility 

and sample check tests with a colleague. An example of a repertory grid from the interview 
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sheet, through to the spread sheet display including variation calculations and factor iteration 

is given in App B. 

Comment on the Factors in MLF 

The significance of these factors is as much in what they exclude as to what they include. The 

major exclusion as previously noted is any mention of change management. The conundrum 

here is that MOD, as we have seen in Chapter 3 considers that it is experiencing significant 

change in its role and mission. The explanation for this may lie in the structural nature of the 

Armed Forces and their high degree of interdependency. In effect it is a `system of systems'. 

Thus change programmes are pan Army or pan Armed Forces, and driven by the centre either 

directly or facilitated by a change agent such as McKinsey. By their nature then, they will be 

conceived at top level and be relatively long term. Officers at the ranks I interviewed will 

have limited amounts of autonomy in major change processes. However there is an important 

aspect of change, which comes through in later sections of the chapter, deriving from local 

change initiated by newly appointed commanders. This is captured in the MLF model under 

the career orientation factor. 

The factor of professional competence which I have identified also appears at odds with the 

literature. In industry, and the NHS, competence would be assumed as a given. However its 

importance here is explained by the nature of the military task. The military has been 

described as `event driven'. Knowing what to do, how to apply military doctrine, in one off 

operational or training situations is vital to the success of the enterprise. In addition the lives 

and health of subordinates are at risk from incompetence, and these two issues I believe 

underpin its importance here. Williams's (opt cit) observation in Chapter 3 about some 

officers being more likely to keep her safe than others, is particularly apposite here. This also 

resonates with my concerns in Chapter 2 about the claimed transcendental qualities of 

transformational leadership and supports the fundamental survivalist instincts articulated by 

Dawkins (opt cit). 

Relationship management does have a resonance with theory and the TLM. Indeed as 

Goffee and Jones comment (opt cit: 10) leadership must always be viewed as "a relationship 

between the leader and the led". However, I feel it surfaces here for different reasons. From 

the interviews, the military officer appears under little constraint in his or her requirement to 

consult with subordinates. In fact this can be perceived as sign of weakness. Neither do there 

appear to be checks and balances in place to ensure that the military officer treats 
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subordinates equitably. Put bluntly, the Queen's Commission is vulnerable to being a bully's 

charter and we saw some conceptualisation of this from Raven's (opt cit) comments in 

Chapter 3. Thus the nature of the power that an Army officer can exercise over subordinates, 

and the potential for abuse, becomes an issue. We have seen from the Chapter 2 that French 

and Raven's typology of power (opt cit) identifies the differing natures of power from 

referent to coercive power. I would argue that that the power of an Army officer clearly falls 

into coercive power. This is compounded by the pivotal nature, from a career progression 

viewpoint, of an officer's performance report; a poor report can destroy a career. There is thus 

double jeopardy at work in this issue of relationship management. Firstly, poor decisions 

which put the team at risk, or expose officers to ridicule from their sub-ordinates, are almost 

inevitable if the leader does not consult. We shall see evidence of this from the critical 

incident analysis. Secondly the officer bully can destroy careers, and again we can see 

evidence of this from the critical incident analysis. 

Authenticity; this is in some ways almost a corollary of the potential abuse of power 

identified above. It also links back to some of the theory examined in Chapter 2. Goffee and 

Jones (opt cit: 15) talk about how followers " above all [.. ] look for leaders who are 

authentic" and they define this, in part, as leaders who display a consistency between words 

and deeds and who communicate a consistent `sense of self'. What is of particular interest is 

the subtle issue of altruism where respondents resented individuals who were perceived to 

have a private agenda and did not put organisational interests first. Again the importance of 

this, I believe, lies in the task driven nature of the military enterprise. Success lies in a joined 

up approach; weak links or non performing links, can compromise operations and place 

individuals in positions of danger or stress. A specific phrase moral courage was often used 

by respondents. It has a particular connotation in the Army being described as: 

taking decisions which, though known to be right will probably prove unpopular [... ] 

every time we turn a blind eye to action or behaviour we know to be wrong such as 
a minor breach of discipline we are in fact showing a lack of moral courage 

(RMAS: 31) 

Career orientation; respondents valued individuals with a successful career path. Again I 

feel the explanation lies in the nature of the organisation. The military concept of tours of 

duty, a new posting every few years, would not be appropriate in industry. However in the 

military, an incoming commander can have a number of effects. If he or she is `career 

flatlining' then there may be no impetus to change if the unit has problems. This will lead to a 

lessening of the reputation of that unit. Reputation is important in the military. Alternatively 

an officer on a successful career path can invigorate and improve the standing of a unit to 
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everyone's advantage. However because a new commander has only limited time to make an 
impact, there is a danger that he or she will implement local change purely in a coercive 
fashion, and for its own sake. This has echoes of Machiavelli - inflict pain or damage initially 

so that people take you seriously. Unfortunately, this can have devastating effects on a unit's 

morale. Another, gendered, issue that surfaced was the willingness or not of women to go on 

operational tours. This was seen as an acid test of commitment and women were judged by 

some interviewees against this. An illustrative example of a construct is shown below: 

keen to move around look to work where they live 

Gender management; this factor supports closely Sheppard (opt cit) and Herbert's (opt cit) 

work examined in Chapter 2 which identified how women managers and females in the 

military had to develop a strategy for managing their gender in the workplace. There is 

supporting evidence in the critical incident and close combat role analysis of both male and 

female respondents observing and critiquing the gendered nature of female colleagues' 

behaviour. Interestingly, but unsurprisingly, gender management is absent when men construe 

how men should lead. The overall impression is that women have to negotiate a tightrope. On 

the one hand, being too feminine risks losing respect. However, too masculine a style would 

undermine their 

credibility. 

Physical fitness; this would be an unusual factor to figure in leadership studies but again its 

inclusion here is rooted in the nature of the military task. I noted in Chapter 3 how Dixon (opt 

cit: 159) remarked on its importance in how individual officers are rated, perhaps to the 

detriment of their intellectual ability. However, physical ability is important in the military 

operation. Each year, officers and other ranks have to complete a basic fitness test or face 

sanctions. A capacity for physical endurance is important to success in certain military 

operations. The classic example is the British Army `yomping' across the hostile Falklands 

terrain to defeat the Argentineans. It is encouraged by a focus on sports and adventure. Also 

important is the issue of leading by example; the leader cannot expect troops to maintain a 

level of fitness if they themselves are not doing the same. 
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Gap Model 

The design of the research enabled me to design a comparison, or dialectical analysis, model 

which examines whether men and women construe leadership in a different way. I have 

termed this a gap model and it was given in Chapter 4 as Fig 9 and is now reproduced below. 

Gap 2 

Women `-~ Women 
as leaders as leaders 

cap 5 

How 
Gap, 

Women Gap ' 

rnnstn ict 

Men as 
leaders 

Gap 6 

Men as 
leaders 

Gap 4 

Fig 9 Dialectical analysis model 

7 
How 
Men 
construct 

. -j 

I consider that the key gaps in terms of my research question are Gap 5 and also, but to a 

lesser extent, Group 6. This is because they are at the extremes of comparison. I will now 

analyse each of the gaps and draw some conclusions about the extent of, or lack of, 

correlation. The n number = number of officers identified for analysis. 

Gap 1; Comparison of: Women's constructs of Women as Leaders, and Women's constructs 

of Men as Leaders 

Women: Women (n=27) % of variation % of variation Women: Men (n=48) 

Gender management 12.2 2.3 Gender management 

Professional Competence 22.1 39.1 Professional Competence 

Relationship management 34.5 35.6 Relationship management 

Career orientation 2.1 3 Career orientation 

Authenticity 24.9 17.9 Authenticity 

Physical fitness 4.2 2.1 Physical fitness 

Fig 14 
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Commentary 

It is important to note here that there are relatively fewer examples of women leaders in this 

sample for reasons previously explained. However, the analysis has identified a number of 

gaps in the two sets of constructs. The principal gap in terms of scale is the issue of gender 

management where women perceive it to be only a fifth as important for men to manage 

gender as for women. There is not such a focus on professional competence for women 
leaders and this is partly compensated for by a greater emphasis on authenticity. There is 

good correlation on relationship management and limited agreement on the importance of 

career orientation and physical fitness, although these last two are small numbers. 

Gap 2; Comparison of. Women's constructs of Women as Leaders and Men's construction of 
Women as Leaders 

Women: Women (n=27) % of variation % of variation Men: Women (n=31) 

Gender management 12.2 11.6 Gender management 

Professional Competence 22.1 35.9 Professional Competence 

Relationship management 34.5 18.04 Relationship management 

Career orientation 2.1 9.83 Career orientation 

Authenticity 24.9 18.9 Authenticity 

Physical fitness 4.2 5.73 Physical fitness 

Fig 15 

Commentary 

It is interesting to note that both men and women agree equally that gender management is an 

issue for women. However women place less importance on professional competence than 

men but value relationship management more highly. This may be an example of women 

focusing more on people than task. Men appear to place more importance than women on 

career orientation, possibly through a perception that women are there for the short term. 

Women also place a higher value on authenticity than men but both place an equal value on 

physical fitness. 

Gap 3; Comparison of. Men's constructs of Women as leaders and Men's constructs of Men 

as leaders 
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Men: Men (n=44) % of variation % of variation Men: Women (n=31) 

Gender management 0 11.6 Gender management 

Professional Competence 29.64 35.9 Professional Competence 

Relationship management 32.44 18.04 Relationship management 

Career orientation 3.1 9.83 Career orientation 

Authenticity 32.4 18.9 Authenticity 

Physical fitness 2.4 5.73 Physical fitness 

Fig 16 

Commentary 

One key difference is that gender management disappears when men examine male 

leadership. This is not unsurprising in such an androcentric environment. The emphasis on 

professional competence is not dissimilar but men appear to put more emphasis on men 

managing relationships than they expect of women. This would appear contrary in view of 

this being a perceived strength of women. Career orientation for men when looking at men is 

lower than when looking at women; again this may be a reaction to the shorter return of 

service that women currently provide. There is also a marked difference in attitude to 

authenticity where men value it more highly in men than in women; perhaps in some ways 

men bundle this in with gender management. 

Gap 4 Comparison of. Women's constructs of Men as leaders with Men's constructs of Men 

as leaders (n=48) 

Women: Men (n=48) % of variation % of variation Men: Men (n=44) 

Gender management 2.3 0 Gender management 

Professional Competence 39.1 29.64 Professional Competence 

Relationship management 35.6 32.44 Relationship management 

Career orientation 3 3.1 Career orientation 

Authenticity 17.9 32.4 Authenticity 

Physical fitness 2.1 2.4 Physical fitness 

Fig 17 
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Commentary 

There is a slight difference on gender management with probably depressed expectations by 

women of men as gender managers. There is reasonable correlation between the two sets of 
data in terms of relationship management, career orientation, and physical fitness. They 

disagree when looking at professional competence and authenticity where women appear to 

value professional competence above authenticity compared to men. 

Gap 5 Comparison of: Men's constructs of Men as leaders with Women's constructs of 
Women as leaders 

Women: Women (n=27) % of variation % of variation Men: Men (n=44) 

Gender management 12.2 0 Gender management 

Professional Competence 22.1 29.64 Professional Competence 

Relationship management 34.5 32.44 Relationship management 

Career orientation 2.1 3.1 Career orientation 
Authenticity 24.9 32.4 Authenticity 

Physical fitness 4.2 2.4 Physical fitness 

Fig 18 

Commentary 

This is one of the key gaps in terms of the research question: do men and women lead in 

different ways? It is interesting to note that with the exception of gender management, there is 

a high level of similarity between the two sets of data. Exceptions are that women appear to 

place less importance on professional competence and authenticity but are broadly similar in 

other areas. This may also represent an imposed congruence view from women and needs to 

be analysed also in the context of whether women find the Army a congenial environment. 

Gap 6 Comparison with: Men's constructs of Women as leaders with Women's constructs of 

Men as leaders 
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Women: Men (n=48) % of variation % of variation Men: Women (n=31) 

Gender management 2.3 11.6 Gender management 

Professional Competence 39.1 35.9 Professional Competence 

Relationship management 35.6 18.04 Relationship management 

Career orientation 3 9.83 Career orientation 

Authenticity 17.9 18.9 Authenticity 

Physical fitness 2.1 5.73 Physical fitness 

Fig 19 

Commentary 

This is again a key gap where the extremes of comparison apply. Again there is a difference 

in emphasis in gender management. There is also a wide gap in how both sexes assess the 
importance for the other in relationship management. One would expect a reverse of the 

figures with men placing a higher value on relationship management for women than women 

placing for men. Instead the opposite is the case. 

Overall summary of findings from Repertory Grid analysis 

The dominant factors, in terms of variation, appear to be: professional competence, 

authenticity and relationship management. Other key findings from this analysis are: the 

identification of gender management for women being a differential feature and also the 

difference in value placed on relationship management. This may be supporting evidence for 

the work identified in Chapter 2 that, when faced with an androcentric environment, women 

will tend to adopt the prevailing cultural norms at the expense of their more intuitive 

leadership style. These issues apart, there is a degree of consistency that indicates a 

robustness in the model, although this needs to be qualified by the small sample numbers. 

Critical Incident 

My process here was to analyse the stories told against the schema of factors identified in the 

MLF model and then map the significant themes across to the model. I initially developed a 

scoring system allowing 7 points per interviewee to be allocated across the range of factors. 

However, on reflection, I decided that my allocation of marks would involve too qualitative a 
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judgement. So I replaced this with a simple tick system to indicate some correlation of issues 

to the MLF model. To corroborate my analysis, I asked a colleague independently to sample 

check these decisions and she identified a fit of better than 90%. The issue in reporting these 

data is, as previously stated, that the detailed nature of the incidents has to be suppressed to 

avoid linking them back to the respondents. Separate summaries of the scored critical 
incidents for women and men are given at the end. Selected verbatim excerpts in italics from 

the transcripts are provided to support the coding and scoring decision. I have also provided 

my commentary where I feel it appropriate to emphasise certain aspects of the narrative 

Critical incidents - Female 

Interviewee 1 (Female Captain) recounted how an officer has mishandled a routine operation 
involving the parking of tank transporters - large vehicles that need, for tactical and practical 

purposes, to be spread out. He failed to delegate tasks to experienced subordinates and 

insisted on taking personal control but couldn't cope; 

he was running around like a headless chicken [.. ] he sat on the bonnet of 
this Landover and sort of went follow me. This corporal in this Landrover 
has got this senior officer on the front of the Landrover and we are just 
staring in amazement at this guy as and off he goes down the road -follow 
me to this chap. [... ] you utilise your senior ranks knowledge first and 
then you make your plan but you should be standing back you should 
be nowhere near this CP (Control Point). 

Interviewee 1 (Female Captain) 

Gender 

management 

Professional 

Competence 

Relationship 

management 

Authenticity Career 

orientation 

Physical 

fitness 

Interviewee 1 

Interviewee 3 (Female Lt Col) talked about a personnel issue whilst on deployed operations. 

A fellow officer had to be sent home for gross misconduct. This individual, behind her back, 

had also levelled strong personal criticism at her. She recounted how her CO had dealt with 

this individual and that what impressed her was his approach: 

I am getting rid of this guy (ii) I am only telling those who need to 
know[... ] he squared all his lines away before he actually 
interviewed the bloke[... ] he got everything sorted out [... J cleared 
with his own boss to make sure the general did not renege on it and 
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kept everyone out of the loop until this happened then said right 
action it now [... J What impressed me then was he said right here 
is the reason but actually this guy is a plonker, don't believe what he has 

written. 
Interviewee 3 (Female Lt Col) 

Gender 

management 

Professional 

Competence 

Relationship 

management 

Authenticity Career 

orientation 

Physical 

fitness 

Interviewee 3 

Interviewee 5 (Female Major) told of an incident where she had observed a colleague damage 

property then drive off without reporting it. She reported this to the boss who, in effect then 

hushed it up. She then went on to say that: 

"that is when I realised there is no moral courage in the Army. We talk 
about moral courage all the time but [... J people will just protect 
themselves and people close ranks". 

Interviewee 5 (Female Major) 

Gender 

management 

Professional 

Competence 

Relationship 

management 

Authenticity Career 

orientation 

Physical 

fitness 

Interviewee 5 

Interviewee 9 (Female Lt Col) recounted how on operations she had been left to deal with a 

difficult situation whilst her boss, situated in a distant location, pursued his private interests, 

and took no interest in the proceedings: 

"he put his own interests first really and he paid no attention to what was 
going on, which could have had a major impact on hundreds of soldiers [] he 

wasn't effective at all he didn't make decisions [... ] I think leadership 

was needed and guidance and some support (to her) and it was never given ... I 
remember thinking at the time that's not how I would do it" 

Interviewee 9 (Female Lt Col) 
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Gender 

management 

Professional 

Competence 

Relationship 

management 

Authenticity Career 

orientation 

Physical 

fitness 

Interviewee 9 / / / 

Interviewee 11 (Female Maior) discussed an incident when she was on an operational tour as 

a troop commander where, totally unexpectedly, she became involved in a major task. As she 

says: 

My OC at the time I remember he pulled us all together [... ] he said, we need 
to sit and talk about this, bring in ideas and formulate a plan and at the time 
we were sort of well, what is the point of that, but actually in hindsight I think 
he probably had no other choice, but he had no time. It was literally they 
have turned up what are we going to do about it. He was prepared to listen 
to us all and he formulated it and off we went. And actually it worked and we 
developed ourselves a system and it worked very well and everyone took away 
various, incredible experiences. 

Interviewee 11 (Female Major) 

This incident picks up a recurring theme about the extent to which military leaders should 

consult with their teams prior to decisions being made. 

Gender 

management 

Professional 

Competence 

Relationship 

management 

Authenticity Career 

orientation 

Physical 

fitness 

Interviewee 11 / / 

Interviewee 12 (Female Major) talked about a senior officer who: 

when he had to make leadership decisions [. ]would never take advice from 
anybody else [. ] he also had no charisma which forme is one of the most 
important parts of leadership. When on exercise he made a decision that 
made no sense at all: I then got particularly annoyed because we then had 
to pass it down and it made us look stupid. He would never ask for advice 
and thought he was weak for it.. 

Interviewee 12 (Female Major) 
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Gender 

management 

Professional 

Competence 

Relationship 

management 

Authenticity Career 

orientation 

Physical 

f itness 

Interviewee 12 / / / 

Interviewee 13 (Female Major)'s critical incident concerned her return to base after a 

gruelling operational tour 

I had just finished a six month operational tour in [... ] where I had done a 
very difficult job, this is one of the ones where I was saying that I had to 
spend about a month really battling and battling before I became accepted. 
The next five months were f ne but still very hard work and I came away from 
it pretty shattered, but pleased with what I had done. 

Her boss then requires her to start on a project. 

[... ]he had no appreciation of what he was asking me to do and had he given 
me a two day break, I would have been just as effective and produced probably a 
better result at the end of it. But he pushed me to the closest I have ever been to 
being ill through work. 

Interviewee 13 (Female Major) 

Gender 

management 

Professional 

Competence 

Relationship 

management 

Authenticity Career 

orientation 

Physical 

fitness 

Interviewee 13 

Interviewee 14 (Female Major) tells about a crisis of confidence that she experienced in her 

role and how she dealt with it by seeking a meeting with her CO. This was despite advice she 

received from her male colleagues that: 

"he will see it as a weakness he will judge you on it he will write you down on it". 

She recounts that: 
"it took me ages to pluck up courage to get him on his own and speak to him. [... ] 
he then congratulated me on having the guts to speak to him about it because he 
realised it was a very difficult thing to do [... J he basically just built my confidence 
up in a very short conversation [... J he handled it in a way I least expected him to 
and in my opinion showed great leadership and he almost showed what you would 
class as feminine traits [. ] he listened, he was very human'. 

Interviewee 14 (Female Major) 

105 



Gender 

management 

Professional 

Competence 

Relationship 

management 

Authenticity Career 

orientation 

Physical 

fitness 

Interviewee 14 

Interviewee 20 (Female Major) recounted an incident where the CO had omitted to meet with 

his troops following the death in a car accident of a soldier. She said that the "CO did not 

speak about it once" and the troops had been upset about this to the point where she got them 

together for a session. 

Gender 

management 

Professional 

Competence 

Relationship 

management 

Authenticity Career 

orientation 

Physical 

fitness 

Interviewee 20 

Interviewee 21 (Female 2"d Lt) talked about how she had learnt from a good company 

commander. His style had been analytical and objective. He spent time making sure he had 

the necessary information and did not jump to conclusions. She contrasted this with another 

officer who had been quick to take credit when things went well but quick to apportion blame 

when it went badly. In her phrase [.. ] he thought he was practising mission command but he 

was actually practising `lazybones in bed all day'. " 

Gender 

management 

Professional 

Competence 

Relationship 

management 

Authenticity Career 

orientation 

Physical 

fitness 

Interviewee 21 I / ý 

Interviewee 23 (Female Major) identified a very personal incident. She explained that the 

physical standards required of women had increased through the introduction of Combat 

Fitness Tests. She had a long standing issue with her physical fitness and had approached her 

boss. His immediate response had been "Let's go to the gym together". She was so impressed 

by this because previous advice had been: just go running by yourself, or a referral on to 
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other people. She felt it was genuine support and said that now, although he was no longer her 

boss, he still phoned up to check she was maintaining her gym routine. Her phrase was " he 

supports me in practice". 

Gender 

management 

Professional 

Competence 

Relationship 

management 

Authenticity Career 

orientation 

Physical 

fitness 

Interviewee 23 / / / / 

Summary 

There was a wide range of critical incidents. The summary statement at Fig 20 shows the 

issues raised by the critical incidents mapped onto the relevant MLF factor. It shows that the 

concentration in terms of the factors in the MLF model appears to support the model with a 

concentration around: professional competence relationship management and authenticity. 

Critical incidents mapped to MLF model - Women 

Gender 

management 

Professional 

Competence 

Relationship 

management 

Authenticity Career 

orientation 

Physical 

fitness 

Interviewee I I / / 

Interviewee 3 

Interviewee 5 / 

Interviewee 9 

Interviewee 11 / / 

Interviewee 12 

Interviewee 13 / 

Interviewee 14 / 

Interviewee 17 No incident offered 

Interviewee 20 / / 

Interviewee 21 / / / 

Interviewee 23 

Total 7 10 7 1 

Fig 20 
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Critical incidents - Male 

Interviewee 2 (Male Captain) discussed an incident where he was on operations and his CO was 

responsible for setting up a HQs, not just for himself but also for his senior officers. The CO was under 

a lot of pressure and: 
it was the key command and if you don't do well in that command, then 
that's pretty much career over. 

The CO's focus was not on his squadron: 
He got so obsessed by things that happened above him that he had just totally 
lost the point of what he was supposed to be trying to achieve for the soldiers ". 
[.... ] and I mean that was demonstrated particularly to me and that was one 
critical time that I can remember thinking God this guy is absolutely terrible, 
sat in a group with maybe 20 different people from different parts of the 

organisation and he made an order then countermanded it and made it 

again and countermanded it and all I did was clarify and got told to shut 
the fuck up and get on with my job, and that was at an officer when there was 
loads of other soldiers there, so it was really, really bad form, but indicative 

of the pressure that was on him - but still, its pretty much an inexcusable 
thing to do. 

Interviewee 2 (Male Captain) 

Gender 

management 

Professional 

Competence 

Relationship 

management 

Authenticity Career 

orientation 

Physical 

fitness 

Interviewee 2 / / / / 

Interviewee 4 (Male Lt Col) recounted his experience of an individual who was not up to his 

work: 
[.. ] competence is maybe a statement of the blindingly obvious, but this 
individual was incompetent at what he was doing and those under his 

command suffered as a result of it, with the result that everyone to a man 
just grew to absolutely loathe and detest him and for a number of soldiers 
it was the final straw and they put their papers in and left the army - he was 
that bad. 

He then described a specific incident when the individual physically hurt some soldiers in an 

accident, 

[.. ] I shall never forget him standing, laughing and saying something utterly 
incredible along the lines of well, that was a bloody silly place for them to stand or 
words to that effect. 

Interviewee 4 (Male Lt Col) 
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Gender 

management 

Professional 

Competence 

Relationship 

management 

Authenticity Career 

orientation 

Physical 

fitness 

Interviewee 4 / / / 

Interviewee 6 (Male Lt CoI)'s critical incident revolved around the behaviour of an OC on a 

training exercise whose squadron was on the point of mutiny. He explained this was for 

several reasons: 

[... ] one he wasn't keeping them informed of what was happening, two, he 
was making them work extremely long hours, even more so than you would 
normally do on exercise, but at the same time, he was making sure he had 
his 10 hours kip a night. 

This behaviour was repeated on a subsequent exercise when he kept his squadron out on 

exercise over a weekend then disappeared. The interviewee then confronted him and said: 

you wouldn't allow the senior NCO's to go back, for the (social event), yet you 
without telling anybody just disappeared off the exercise and went back to be with 
your family for the weekend while we're stuck on [..... ] all weekend, living in the 
back offucking vehicles, and he went, yes. I said don't you see there is a problem 
with that, and he went no. 

Interviewee 6 (Male Lt Col) 

Gender 

management 

Professional 

Competence 

Relationship 

management 

Authenticity Career 

orientation 

Physical 

f itness 

Interviewee 6 / / 

Interviewee 7 (Male Major)'s critical incident revolved around a high level situation on 

operations when the CO displayed two traits one was a lack of direction, in fact his style was 

to encourage staff to guess what was in his mind. He was also extremely rude and aggressive 
to another senior officer in public. Interestingly the post script to this was a comment that, 

despite the senior officer's attitude, subordinates ensured that the operation was a success. 

This is interesting on two counts. It illustrates a disconcerting trait for military leaders to be 

either inconsistent or opaque with followers whilst considering this a positive, not realising 

the stress and frustration it causes. It also is an illustration of Pfeffer's theory (opt cit) in 

Chapter 2 on substitutes for leadership, or that, despite the leader failing, the operation will 

still succeed because the followers will deliver. 
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Gender 

management 

Professional 

Competence 

Relationship 

management 

Authenticity Career 

orientation 

Physical 

fitness 

Interviewee 7 / / 

Interviewee 8 (Male Maior)'s incident was on operations and related to the manner in which a 
Warrant Officer had been dismissed - unfairly in his view: 

the officer commanding [.. J called the [.. J sergeant major into his control post 
and told him that the colonel wanted to speak to him and he basically was 
in trouble. He never asked the sergeant major what happened, he never 
asked for his point of view, he never asked for any witnesses, he merely 
passed the sergeant major straight to the planning ofcer of the regiment 
even though, the OC had been summoned by the commanding officer early 
and had been told what he was going to do with the sergeant major. The 
sergeant major duly reported to the planning ofcer's control post and 
was sacked. 

The interviewee was particularly concerned about the failure of the OC to support his team 

member: 
the main issue that I thought was weak was that [... ] captain didn't have 
the moral courage to stand up to the CO and ask him to look at the incident 
in a [considered] way rather than just making a decision that he was going 
to sack the Warrant Ofcer. 

Interviewee 8 (Male Major) 

Gender 

management 

Professional 

Competence 

Relationship 

management 

Authenticity Career 

orientation 

Physical 

f itness 

Interviewee 8 / / / 

Interviewee 10 (Male Major) described a situation where a female leader made an unexpected 

decision to appoint him to a post, above another female, who was the front runner; 

the received opinion was that this woman was going to get it and there was 
lots of chat about the female commanding officer would choose a women 
to be a platoon commander, and 1 had not yet qualified so I didn 't feel that 
I had a right to the job, although I wanted to have it [.. ] and she made me 
the platoon commander and to the absolute astonishment of everybody in 
the organisation [. ] but it absolutely devastated the girl in question and 
I still put it down to her, to the commanding officer's moral courage. 

Interviewee 10 (Male Major) 
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Gender 

management 

Professional 

Competence 

Relationship 

management 

Authenticity Career 

orientation 

Physical 

fitness 

Interviewee 10 / / 

Interviewee 15 (Male Lt Coll discussed a difficult management decision that his CO had to 

make where, whatever the outcome he was going to upset and disappoint someone. He was 

very impressed by the objective and considered way his CO made this decision and 

communicated it: 

.J it was a tricky decision to be made, but he with his strength of character 
and ability to communicate spoke to the squadron a, Jter a long awaited two 
months of the whole regiment pontificating about this, he addressed the 
squadron and made this unpopular decision, but he was convinced that it 
was the right decision. 

Interviewee 15 (Male Lt Col) 

Gender 

management 

Professional 

Competence 

Relationship 

management 

Authenticity Career 

orientation 

Physical 

fitness 

Interviewee 15 / / / 

Interviewee 16 Male Lt Col) talked about a development while on operations where a 

carefully calculated security process that had been in place for many years was destroyed by a 

new CO. 

All this has been evolved and very carefully worked out and has been played 
with and experimented with over a period of ten years or so and yes, the 
timings will be changed for security reasons, but actually its all very carefully 
planned and has evolved to be system rather than being a revolution, it is 
evolved to be what it is. And we had a commanding officer who came in and 
basically said, right we are going to change everything, we will change[..... ] 
and everything like this. And all the staff who had already been there, most 
of them had got about a year's experience in the post, said boss this is not 
a good idea, you shouldn't do this and we were completely steam rollered 
and we then spent the next six weeks sorting out the chaos that he had 

created because he had come in without even the slightest acceptance 
of the situation or taking advice - he had just gone right this what we are going 
to do, I am in charge, I am big your are small, I'm right you're wrong get on 
with it and the damage he did in doing that was phenomenal and the respect he 
lost was instantaneous. 

Interviewee 16 Male Lt Col) 
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Gender 

management 

Professional 

Competence 

Relationship 

management 

Authenticity Career 

orientation 

Physical 

fitness 

Interviewee 16 / / / / 

Interviewee 18 (Male Major) recounted how he had been managing an operation in the field 

when one of his team requested to be with his girl friend back in England. His girl friend was 

pregnant and was planning an abortion. The interviewee approached his boss for a decision, 

and after a long discussion or case conference between them and another party, his boss said 
"I leave it to you". This was not helpful as he was not empowered to make that decision eg 

authorise air flight cost. 

Gender 

management 

Professional 

Competence 

Relationship 

management 

Authenticity Career 

orientation 

Physical 

fitness 

Interviewee 18 / 

Interviewee 19 (Male 2nd Lt) recounted an incident where a colleague had run a course for a 

large group of soldiers and had then gone off, neglecting to complete the Course Reports on 

the participants. This is a key task as promotion can depend on the report. He felt strongly 

that in this instance his colleague had failed to put the interests of his soldiers first. 

Gender 

management 

Professional 

Competence 

Relationship 

management 

Authenticity Career 

orientation 

Physical 

fitness 

Interviewee 19 / / 

Interviewee 22 (Male Lt Col) recounted his experience on taking up an appointment in 

Germany. His boss 

was the youngest ever [... J officer to be promoted [.. ]well prepared, knew me, 
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had read the data, not scanned it (.. J trusted me from the word go [. ]for 
the first time in my career in the Army I felt I was treated as an adult. 
Gave positive feedback and was brilliant at making you feel valued. 
Thinking about your career not his career [. ] he took us along on 
his big idea because he managed his resources well, he made you feel 
valued, he provided positive active leadership [.. J a transformational 
leader he changed things on the sheer basis of his intellect and his 
personality and his knowledge and his professionalism. 

Interviewee 22 (Male Lt Coll 
This is a significant critical incident because it is a clear example of the attributes of 
transformational leadership model by Bass (1985). 

Gender 

management 

Professional 

Competence 

Relationship 

management 

Authenticity Career 

orientation 

Physical 

fitness 

Interviewee 22 / / / / 

Interviewee 24 (Male Captain) recounted his experience of a new officer taking over 

like a bull in a china shop [.. J and tore a strip off the officers in front of the [. ] 
and I just dismissed him straight away [. ] he laid into the officers as if to make 
a point: I am the OC [ ]from the first time I met him, my respect, he never 
regained it [. ] he undermined our rank and authority [... J our loyalty is 
completely blown out of the water because he has shown none to us [... J he 
would come out drinking in town with the group of officers and where is the 
line there [.. ]he was getting drunk and being an arse 

Interviewee 24 (Male Captain 

Comment; this raises key issues about the code of conduct between officers and other ranks 

but also the behaviour of officers on a new appointment. 

Gender 

management 

Professional 

Competence 

Relationship 

management 

Authenticity Career 

orientation 

Physical 

fitness 

Interviewee 24 / / / / 
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Summary 

These critical incidents raise a wide range of topics. The themes mapped cross to the factors 

in the MLF model again confirm that the three key factors of professional competence, 

relationship management and authenticity dominate. A summary is given at Fig 21. However, 

they also surface significant cultural issues about how eg officers should not criticise other 

officers in front of junior staff. They also reveal the issue of power, and in particular how 

incoming commanders can do great damage with ill conceived projects for change. I think the 

incident related by Interviewee 4 is particularly important because it indicates the importance 

of professional competence to those serving under a commander. 

Critical incidents mapped to MLF model - Men 

Gender 

management 

Professional 

Competence 

Relationship 

management 

Authenticity Career 

orientation 

Physical 

fitness 

Interviewee 2 

Interviewee 4 

Interviewee 6 

Interviewee 7 

Interviewee 8 

Interviewee 10 / / 

Interviewee 15 

Interviewee 16 

Interviewee 18 / 

Interviewee 19 

Interviewee 22 

Interviewee 24 

Total 12 10 8 4 

Fig 21 

Overall Critical incident Summary 

The table in Fig 22 compares and contrasts the spread of factors identified in critical incidents 

as reported by male and female respondents. 
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Relationship Career 

Gender Professional management Authenticity orientation Physical 

management Competence fitness 

Women n=11 7 (28%) 10 (40%) 7 (28%) 1 (4%) 

Men n=12 12(35%) 10(29%) 8 (24%) 14(12%) 

Fig 22 

There appears to be a broad correlation on the relative importance of authenticity. For 

women, relationship management is proportionately more important. This is an important 

distinction and supports how women scored relationship management slightly higher than the 

men in the Gap 5 analysis. Individualised consideration was an important component of the 

Bass model of transformational leadership. My interviews ranged over a wide range of topics 

beyond the structure so I want to bring out here an exemplar incident of individualised 

consideration that a number of women revealed in the interviews. 

Interviewer: I'm interested in this idea about taking an interest in people as individuals, you 

say that this is unusual for officers to do that? 

Interviewee 9 (Female Lt Col): 

Yes, absolutely, I mean I had a couple of soldiers who had some quite major 
family problems and one of them who had [.... J had said that in his whole 
career, nobody had shown any compassion about his family situation and 
actually, all it meant was that he was marked down in his reports that he had a 
welfare problem, and he said that coming to the unit and actually having 
somebody who appreciated him for who he was and what work he did as 
opposed to his family commitments made all the difference to him and he 

was actually, a whole burden had been lifted, and he had been treated for 
depression everything else, he said that all that had gone because somebody had 
taken the time to find out about various things. 

Interviewee 9 (Female Lt Col): 

Contrast that with the critical incidents that Interviewee 18 & 19 (Male) recounted where 

there was, I suggest, little evidence of such individualised consideration. 

For men the factor of professional competence is proportionately the most important. The 

impact of career profile also comes out in the male responses. No mention was made of 

gender management in any of the critical incidents. However the spread of responses on the 

factors does support the MLF model derived from the repertory grid. This analysis, like the 

MLF model, highlights the importance of professional competence, relationship management 
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and authenticity. It also evidences the issue of leader power in the Army and has yielded an 

example of what might be termed transformational leadership (Interviewee 22). 

Congeniality 

The issue of congeniality is important to the debate on leadership theory particularly as shown 
in Chapter 2 and Eagly and Crali's point (1995) that a lack of congeniality inhibits the 

potential for transformational leadership styles in women. 

My analysis tool here is to develop a matrix of female then male responses using a3 segment 

heading: Not congenial/Situation dependent/Congenial. Selective extracts from the transcripts 

are included to support the decision and a comparison is drawn between male and female 

responses. The overall summary for women is given at the conclusion of the section. 

The perspective for women 

Interviewee 1 (Female Captain) commented that: 

I think it depends what corps you are with, [.... ] the[ ... 
II am in has been so 

used to having females and lots of them for quite a number of years now, so 
stereotypes and the prejudices have sort of disappeared 1 think through the 
males, male counterparts, experiencing working with females very closely on 
operations and stuff [... J So I have received no hostility at all really. I felt that 
I have been supported and been treated on equal terms as much as possible. 
That's my experience. 

Interviewee I (Female Captain) 

Interviewee 3 (Female Lt Col) : 

I was in the TA and I was the only female officer in a company and we had three 
girls in that company - the rest of the girls and previously to that I had been 
where the majority of the girls [.... J were, up at headquarters, but 1 was sent 
down to this other company and 1 was aware that the sergeant major was 
treating the girls like we had come back off from a weekend and all the guys 
would be cleaning guns and the girls would be having a shower and that 
was because the sergeant major said go and have a shower and of course, all 
that did was they were then smartened up and spruced up and all the guys were 
still filthy, so that is divisive as well. [... J perhaps like being in infantry and the 
robust management of infantry does not sit well with women and when you 
speak to them and say why are you leaving, they have maybe said well, actually 
my sergeant majors areal sod -I'm just fed up with the subliminal. There 
was a [.. ] major who 1.. J was so fed up with it that she actually left, and she said its 
all very well somebody making a comment like oh, nice tits or something like 
that, but when you walk across a parade square and get 100 comments like that, it's 
wearing. 

Interviewee 3 (Female Lt Col) : 
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Interviewee 5 (Female Major) had a very clear, and negative, view on this question; 

No. No its not because as I think we have previously touched upon, women 
don't lead - or my experience is that women don't lead in the same way that 
men do, but what women who come into the army, or a lot of them, do is 
attempt to be like men and then unfortunately, from my observations, what 
the result tends to be is that they are disliked by both women and men because women 
don't respond to that approach as well, and especially not from a 
woman for some reason, and men just say, oh, she's trying to be a bloke and 
have a thing about talked to in that manner by a woman, it offends them, 
whereas it wouldn't ifa man had approached them in that same way. 

Interviewee 5 (Female Major) 

Interviewee 9 (Female Lt Col) 

I don't think it is a level playing field, but I think it depends on where you are, 
as you were saying. I think [. ]for me it is a level playing field as they know me, 
they are used to women, in the all arms environment, on courses staff courses it 's 

not a level playing field at all, and my general view is that you almost get marked 
down because you are female, initially, and you have to then do a lot to raise 
yourself. You start from [... ] bottom, you start in the bottom third, regardless of 
your ability, and you've really got to pull yourself up from that, whereas that doesn't 
happen to other people, so I think in an all arms environment it's not a very 
congenial culture. 

She also comments on how she sees a different, lower key and more thoughtful approach in 

how women deal with issues and how this conflicts with the Army culture; 

a lot of women are quite quiet and they like to assess situations, they don 't jump in, 
they are not loud and that's often marked down as a failure in the Army or seen as a 
weakness, and I think that's one of they key issues 

Interviewee 9 (Female Lt Col) 

Interviewee 11 (Female Major) had a clear but negative view on this question: 

No -I say no because in my experience, the first regiment I went to I was the 
only female officer, the other girls were clerks, and so I have never 
experienced a situation where there has been equal men and women. 

She also raised the issue of constantly proving yourself: 

it generally goes that whenever you turn up people are suspicious for the first 
whatever period of time and 1 think its far easier to accept it - its always lets 
see what she is like rather than yeah she could be good and I suppose its 
always proving yourself. 

Interviewee 11 (Female Major) 
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Interviewee 12 (Female Major) was from the combat support area and was rather equivocal 

on the broad question but her experience was that she had learnt to survive in a male world: 

I've lived with male battalions where I've been the only female for 2 years or 
whatever, and being in that environment, so it's a very different experience of 
leadership that I've got. 

She makes an interesting point about upbringing: 
females who are in combat support are generally technical, so they've 
generally come from an environment where they've been surrounded by 

men, probably through their GCSE's, through their A levels and through 
University, so they've been in an environment where they've had to, 
they're probably a more forceful character anyway. 

Interviewee 12 (Female Major) 

Interviewee 13 (Female Major) took a balanced but overall negative view: 
Probably in the round, no. 

However she did say that her experience had been mixed. Of significance is that like the 

previous interviewee she has a professional expertise: 

So I have gone from an environment where there were lots of girls, into one 
where there are very, veryfew. The [..... ]I found to be much more accepting 
and not a problem, if you like. [... J I think women have to work harder to 
prove themselves before they are taken as equals, ifyou like. I can't see it 

changing - it has got better, but I think by the nature of what we do it is a very 
male dominated profession and I don't think that is going to change enormously 
in the foreseeable future. 

Interviewee 13 (Female Major) 

Interviewee 14 (Female Major) said: 

I think yes, I mean you picked on the point that where they are already 
established and they have been managing - there are arms and corps 
traditionally who have had workings with and alongside for a very long 
time, even before the full integration. 

However she went on to say in reference to her own experience: 

So my experience wasn't easy and it wasn't tangible. Nobody came up to me 
and said you shouldn't be here, in fact the only person who had ever voiced 
any of that sort of opinion - not to me personally, but to others - was a very 
senior officer who was full colonel who looked after the brigade we were in. 
He didn't feel that the [.... ]was the right place for females, so most of the 
resistance was from the higher echelons. 

Interviewee 14 (Female Major) 
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Interviewee 17 (Female Major) said that in terms of whether the Army was congenial for 

women: No, not really. On initial assumption of post, certainly not the case. She talked about 

the demands of different jobs where ̀ academic' or staff jobs were easier than working with 

the field force and having direct contact with soldiers. In that environment being female is an 

issue and you need to manage it consciously until things settle down. 

Interviewee 20 (Female Major) said on balance it lacked congeniality particularly where the 

Infantry was concerned. However in some contexts eg Defence Logistics Organisation 

(DLO), where there are civilians, it was fine. She also identified that women have to prove 

themselves each time and used the phrase that women "need to be twice as good to be 

considered half as good". She said that some of the problem originated in senior officers and 

mentioned the Lt Col of a Scottish regiment who could hardly speak to her in the Mess 

because he was so discountenanced with a female presence there. 

Interviewee 21 (Female 2"d Lt)was emphatic that the environment was not congenial. In her 

words "women leaders fight to be equals". She recounted that on her first appointment her 

colleague subaltern gained automatic respect and cooperation whereas she had to earn it "and 

keep on earning it" 

Interviewee 23 (Female Major) took a slightly different line. She said that the lack of 

congeniality was not intentional - not overt. In her unit 95% of the team was male; one 

consequence of this was that everyone knows the women but the women don't necessarily 

know everyone; it gives women a higher profile so if they succeed then everyone knows but 

equally if they fail also everyone knows. Male officers may well have their failures obscured 

or covered up. She also gave some examples of subtle discrimination. When living in the 

Mess it is not considered officer behaviour to stay in your room, so you would go to the 

common room. The only TV programmes allowed would be news, rugby and Top Gear. 

There would be no facilities to cook for oneself in the Mess - an activity that she related to 

gender. Also people phoning for her on the first occasion would, when she answered, assume 

she was the secretary. 

Summary 

The summary of response is given in Fig 23. The clear majority of the interviewees did not 

consider the Army to be a congenial environment. Although some areas were more congenial 

than others, most had experienced some form of gendered behaviour and had had to develop 
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coping strategies to handle it. There was some evidence that senior officers were part of the 

problem, whereas soldiers were far more comfortable, once having got over the initial shock 

of a woman officer. Most reported a feeling of weariness with the need to prove oneself on 

each new appointment, whereas they felt their male colleagues got more acceptance on face 

value. There was also evidence of change, that things were getting better in some areas such 

as the RLC, but the combat arms, particularly the infantry were seen as a problem area. I did 

not discuss the personal circumstances of any of the interviewees. However an issue that a 

number of the interviewees mentioned was the prospect of returning to work when they had 

children. They did not feel that the Army had fully thought through this scenario; it was 

complicated by the fact that all the women who talked about their relationship were also 

married to with Army officers. Army couples with children face the prospect of being posted 

on operational tours - possibly simultaneously; Childcare (Thomson 2004) is seen as highly 

problematical in these situations. Interviewees saw this as a conflict of priorities between 

family and career, and therefore as a potential career limiting factor. 

Not congenial Dependent on 

circs 

Congenial 

Interviewee 1 

Interviewee 3 

Interviewee 5 / 

Interviewee 9 / 

Interviewee 11 / 

Interviewee 12 

Interviewee 13 / 

Interviewee 14 

Interviewee 17 / 

Interviewee 20 / 

Interviewee 21 / 

Interviewee 23 / 

Total 8 2 2 

Fig 23 

The perspective for men 

Interviewee 2 (Male Captain) took an inconclusive line, but commented that those who stay 

probably find it OK. Also in the following extract is an indication of how he detected 

something of a blending strategy that women used: 

I think most women that I have come across at least demonstrate or come across 
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as if they are happy with the situation that they are in. It is a masculine 
environment, I don't know whether male is the right way to say it, but 
masculine in terms of the way that people act and I think females are sort 
of forced -I suppose the same as men are - into a certain way of thinking 
and a certain way of behaving and you do see that all the time. 
Very masculine sides of females that you don 't normally see outside 
of the army. 

Interviewee 2 (Male Captain) 

Interviewee 4 (Male Lt Col) took a very positive view to the question and brought in this 

aspect of an organisation that was evolving in this area: 
I think the answer to that is yes. I have been in the army for 23 years and I 
have seen a complete scene Change. I mean it was a completely male 
dominated environment when I entered it, there was the IVRAC and QARANC 
and so forth doing very specific adminy type or medical things and I have seen 
a sea change in the time I have been in and I think its particularly in the last, 
certainly ten years, just changed beyond all recognition. [.. ]A1y own view, [ .... 

J, is 
that I think it's extremely congenial, because as, its like all these things, you reach 
a critical mass as the novelty value wore off shall we say, of increasing numbers 
of female officers and soldiers, filling appointments and proving as they invariably 
do that they can do them extremely well and for certain things, for me anyway 
and I think lots of my colleagues, growing recognition that there are certain things 
that they are actually naturally much better at. 

Interviewee 4 (Male Lt Col) 

Interviewee 6 (Male Lt Col) took the line that was no difference between the mate and female 

experience and said that: , 
I think that, for an outsider looking at the Army, one would initially think that 
there would not be a congenial culture for women in the Army, however, I don't 
think that women are discriminated against, they are merely tested by their 
superiors, their peers and their subordinates in exactly the same way as males 
are, so a female, she may feel that she is entering into a hostile culture, particularly 
for young officers coming in, first appointment as a troop commander, but it's 
exactly the same reaction as a male officer is going to get 

He then suggested that, if a woman can cope with the physical demands of soldiering, she in 

some ways will gain an advantage. He recounted an example of a petite woman taking over 

from a very popular, and physically imposing, male troop commander: 

they were quite looking forward to a female arriving, and when she did arrive, they 
were a bit surprised because [... ] was about 8 stone soaking wet, very attractive, 
blonde hair, a model figure so the boys thought, yeah great we have got this lovely 
looking girl in charge of us but is she going to be any good, and she was, and she 
initially won them over because she was as physically able as they were and that's 
the big test 

Interviewee 6 (Male Lt Col) 

Interviewee 7 (Male Major) was quite clear that he thought the environment lacked 

congeniality. There is a closed environment in which they (women) work, all of which 

engenders a chauvinistic attitude (... J women are not taken as seriously, no matter what post 
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they hold, as a man would be. The interviewee also, in an unrecorded section of the interview, 

recounted an example of this chauvinism that revolves around a play on words. The slang 

term for an Army Landrover is a `Snatch' and female soldiers are often asked to report on the 

condition of their `Snatch' -to the sniggering of (male) radio operators. He did agree that 

there was evidence of change, that more women are coming in and attitudes are becoming 

more liberal. When I joined i fa woman got pregnant she had to resign and her career was 

over. This is no longer the case. 

Interviewee 8 (Male Major) said there was no overall answer: 

I think it is a mixed bag. I think the army has moved on in parts. I think the combat 
support, service support arms have moved on a great deal, far more relaxed about 
females taking up roles and the combat service arms are getting there as well. [... ] I 
would actually say the army has accepted it. I would still say it has some way to go. 
but over the last ten years it has become more accepted. 

Interviewee 8 (Male Major) 

Again there is this theme of a changing context with in parts the Army moving to more 

acceptance of women. 

Interviewee 10, (Male Major) that the other ranks were a problem 

their socio bit of their social economic background is very traditional, there is 
a role for a man and a role for a woman so therefore when they come across 
female leaders, it's completely out of sync with their own background and 
what they are comfortable [. ]so do women encounter a congenial culture in the 
army, I think certainly I've seen, there are some of them who do find it very 
congenial, maybe too congenial in some respects, 

[ Interviewer: How do you mean? ] 
There are quite a lot of[..... ] who are married to A GC clerks, and that 's great, 
some of them are very steady relationships, and they've met at work, and there 
have been occasions where it has been on an operational tour and the 
circumstances come out where you are taking disciplinary action or 
administrative action against individuals, because they're finding life. 
that they can get on very well together, shall we say. 

Interviewee 10, (Male Major) 

Interviewee 15 (Male Lt Col) said that his and his colleagues' lack of experience of women 

meant that there wasn't a ̀ level playing field' for women, but again mentioned this concept 

of a changing situation: 
I think it is changing traditionally it has been a male environment, certainly 
when I have been in the teeth arms and it is changing and in my regiment 
it was only a matter of three or four years ago that we had the first female 
clerks for instance, and it was very difficult for the soldiers all the way up 
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through the ranks to get used to have females around in the barracks, as 
it were. And that is changing now and we are seeing and getting used to 
more and more women in the army. And so it's becoming more congenial to women. I have 

had female clerks at the regiment who have been a distraction because of their gender and 
the nature of my squadron changed when she was present - it was a different squadron when 
she was there because boys couldn't be boys in the way they were before and I didn't like that 
change. 

Interviewee 15 (Male Lt Col) 

Interviewee 16 (Male Lt Col) said that it depended on the number of women around. When there were 
few women it tended to be a very masculine environment; this section also raises the issue of gender 

management and, like the previous interviewee, includes a comment on the culture change that occurs 

when women are present: 

I think that is quite a dWIcult question to answer. I think the natural culture 
of the army is very male, its very masculine by its very nature, not only that 
it is predominantly male in its population, but also in the type of activities 
that it does, you don't find that many women who will go out and want to 
shoot things and run around in the mud and so on and so forth. So I think that 
what tends to happen is that women who come into the army tend to change 
their behaviour, so that it is more masculine than it would otherwise be and 
you tend to see that. You certainly see it amongst the junior NCOs - you see 
the girls dress in a very masculine way and behave in a very masculine way. 

Interviewee 16 (Male Lt Col) 

Interviewee 18 (Male Major) was working in an area where the gender split was roughly 50: 50 overall. 

He did not see much difference in their environment from a congeniality viewpoint. He did feel 

however it was "not a level playing field" in this sense: life in the Army is very competitive, the strong 

succeed and the weak are weeded out. This was the same for men and women but women have the 

additional burden of their gender being perceived as reason for weakness. Fie also said that, in general, 

women only work until marriage and children, after which they leave. They are thus not "seen as a 

threat to others from a career viewpoint" in the same way as men are. 

Interviewee 19 (Male 2"d Lt) felt that there was a lack of congeniality that women were not 

keen on the `warry' side of life but more suited to the admin type roles particularly issues 

affecting careers and postings. In a rare affirmative statement (in this study) he 

said that women were better at procedural tasks than men. 

Interviewee 22 (Male Lt Col) felt that it was a congenial environment and that the Army had 

changed out of all recognition from the days of the WRAC. He felt that there should be no 

distinction between men and women, that it was equally congenial or uncongenial. He made 

the point that men and women should now know, given that most are graduates, and therefore 

more mature, exactly what they are signing up for - which is high tempo operations. 
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Interviewee 24 (Male Captain) said that 

women find it hard [. ] it is a very male, all boys together culture from the 
officers' mess down to the soldiers the one girl on this course can come out 
drinking with the boys but you have to be one of the boys [] there is almost 
in some cases a loss of femininity about [. ] they curse like soldiers do they 
almost conform to the stereotypical Army way [.. J look at the Marines video* 
there were no women present 

Interviewee 24 (Male Captain) 

*A notorious short phone video in circulation showing a number of naked Marines 

participating in an initiation ritual that involves brutal fighting. 

Summary 

A summary of men's response on the congeniality of context for women is given in Fig 24. 

This analysis has surfaced a number of issues. There is some clear evidence supporting the 

gender management factor and physical fitness. There is also evidence that senior officers are 

at least as negative a force as soldiers in accepting women officers. Also significant were the 

affirmative comments on the contribution of women by Interviewees 4 (Male) and 19 (Male). 

Not congenial Dependent on 

circs 

Congenial 

Interviewee 2 / 

Interviewee 4 / 

Interviewee 6 / 

Interviewee 7 / 

Interviewee 8 / 

Interviewee 10 / 

Interviewee 15 / 

Interviewee 16 / 

Interviewee 18 / 

Interviewee 19 / 

Interviewee 22 / 

Interviewee 24 / 

Total 4 3 5 

Fig 24 
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Overall Summary 

The summary statement at Fig 25 comparing the views of women and men on the question 

shows a marked dichotomy. For women there is a clear dissatisfaction with the current 

situation and this is supported by the individual narratives. For men on the other hand who are 

only observers of this phenomenon, there is a different view with a small majority taking the 

view it is congenial. However the narratives again identify a realisation that to quote one 

interviewee it is not a ̀ level playing field'. One recurrent theme was that things were 

changing, and for the better, and that in the last 10-15 years there had been marked 

improvements. There was a view from one interviewee that women should know what they 

are signing up for and not be surprised and a theme of complacency - it's not my problem, 

characterising some of the response. Additionally there was little by way of appreciative 

enquiry to identify the benefits that women can bring. What was interesting in the women's 

response was the subtle nature of the gendered issues making the masculine context a 

systemic issue. These findings support to an extent Eagly's conclusion (2005) in Chapter 2 

that achieving relational authenticity for women in positions of role incongruity is challenging 

because the advice to `know yourself and act on your beliefs' is fraught with problems in such 

roles. 

Not congenial Dependent on 

circs 

Congenial 

Women 8 2 2 

Men 4 3 5 

Fig 25 

Competence to perform close combat roles 

The purpose of this question was to examine interviewees' views about the operational 

correctness of the current embargo on women filling close combat roles. In other words is the 

embargo based on valid grounds ie the bio mechanical differences between men and women 

or is this simply a convenient rationale on which to base a discriminatory policy by reason of 

tradition, resistance from serving officers, and concerns about the societal impact of women 

killing, or being killed, in close combat. 
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The responses to this question were wide ranging and it was challenging to develop an 

analysis model that encompassed all the lines of thought. The model in Fig 26 works for both 

men and women but there are shadings of response that were difficult to categorise. As with 

the previous analysis I have used a tick system to categorise responses and included sections 
from the interview to support my coding decision. 

Competent but Competent but Competent 

critical mass critical mass to perform 
Competent unlikely unlikely RAC roles Not 

because of bio because competent 

mechanical of cultural 
issues issues 

Fig 26 

The perspective for Women 

Interviewee 1 (Female Captain) 

Definitely, without doubt, yeah. Because I had to do -I mean the front lines 
have changed. You get taught at Sandhurst you are in the trenches, you are in 
front line, you dig your own little shell scrape, you are in a harbour area, but 
you carry exactly the same weight. [.. J So women just not being strong 
enough, I just don't get that at all because we had to walk the same distance 
on exercise, dig the same shell scrape, fight the same fights, so - and we 
trained throughout Sandhurst like that as an infantry level[ 

... 
]Yeah, because 

I was saying that I think that is quite outdated because front line really is, you 
are in Iraq, the front line troops are going out on patrol, they are not taking all 
that kit, they are not living in a hole, they are living in accommodation and 
most of the officers, the troop commanders that are in charge of them, go out 
on their patrol, probably don't carry as much weight as the guys - there is 
another weight issue - but do exactly the same job. They don't care who is 
at the front, the enemy will try and get the people at the back. So you are 
more vulnerable than the people at the front. 

Interviewee I (Female Captain) 

Competent but Competent but Competent 

critical mass critical mass to perform 
Competent unlikely unlikely RAC roles Not competent 

because of bio because 

mechanical of cultural 
issues issues 

Interviewee 1 
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Interviewee 3 (Female Lt Col) commented 

I think at the moment it's soundly based, but not for reasons you may think. 
I think that until we get our personnel or HRM policy sorted out we cannot 
allow women to serve in the infantry or anywhere else because at the 
moment they are being treated so differently. There is a culture, say in infantry, 
as such if you had a whole load of women joining at the one time then it 
might be better, but you would only ever get two or three through at the same 
time and I suspect that they would - life would be made d cult for them and it 
would take a generation perhaps five, ten years of them being in infantry 
before it would be half accepted. But I also think that we lose women - the 
length of service is so much less - because they actually get buggered around 
quite a lot and its part of the way that they are treated by the army as a whole 

Interviewee 3 (Female Lt Col) 

Competent but Competent but Competent 

critical mass critical mass to perform 
Competent unlikely unlikely RAC roles Not competent 

because of bio because 

mechanical of cultural 
issues issues 

Interviewee 3 / / 

Interviewee 5 (Female Major) said: 

Its all smoke and mirrors because the Army is the last male bastion and that 
is the way a lot of men in the army want to retain it - and let's be honest 
women are thought of in a certain way and they don't want to have their 
views and attitudes about women disrupted too much. My view is that I have 

never met a female in the army who wants to be in a combat role, but anyone 
who did, as long as they can pass the physical tests and maintain them, 
should be allowed to give it a go 

Interviewee 5 (Female Major) 

Competent but Competent but Competent 

critical mass critical mass to perform 
Competent unlikely unlikely RAC roles Not competent 

because of bio because 

mechanical of cultural 
issues issues 

Interviewee 5 / 
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Interviewee 9 (Female Lt Col) said that: 

I think there's almost 2 parts to this, in terms of their competence, yes, but 

what the other side of this is how they would be accepted by the soldiers and 
I think that would be a real challenge at the junior level, so when you're in 
direct command of a platoon of soldiers, I think they would be absolutely fine 

at doing it and there's no issue with the individuals, of course they can do it, 
I mean it's not that hard to be honest, it's just how the soldiers would relate 
to them and how they would probably find it very difficult, I think [... J 

Interviewer: So are we talking about a cultural issue. 

Yes, I think it is all culture, I don't think any of the combat roles are hard, at 
all, what they actually do, you have obviously got to have the right physical 
fitness, look at some of the infantry officers around here, they are not exactly 
(Olympic athlete) No they're not 

Interviewee 9 (Female Lt Col) 

Competent but Competent but Competent to 

critical mass critical mass perform RAC 

Competent unlikely because unlikely roles Not competent 

of bio because 

mechanical of cultural 
issues issues 

Interviewee 9 

Interviewee 11 (Female Major) said 

I think there will some women who are competent to perform them - 
personally I wouldn 't be - or wouldn 't want to be. I don 't know what the 
difference is. A big part of it is fitness and physically men and women are 
different, whether we like it or not. If we are looking at a commando role, or 
if we are looking to a cavalry man who drives around in his tank, I would 
say, the cavalry and I hear a cavalry officer shouting down now, but I think 
probably women - and I don't know the ins and outs of what heavy lifting 
they have to do - can press a button as well as a man could. I think infantry, 
when you are expected in certain streams of the infantry to hike for miles and 
miles with a pack on your back that is heavier than you are, then there are 
probably veryfew women that are physically up to that. 

Interviewee 11 (Female Major) 

Competent but Competent but 

critical mass critical mass Competent 

unlikely unlikely to perform 
Competent because of bin because RAC roles Not competent 

mechanical of cultural 
issues issues 

Interviewee 11 / / 
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Interviewee 12 (Female Major) 

I think females and infantry is never going to be a goer, I think females in the 
cavalry is going to be a goer, and is, only some females will suit it because of 
the quick decision makings [.. J, but I think females are competent, more 
competent to make decisions in a cavalry role because there isn't the physical 
requirement. 

Interviewee 12 (Female Major) 

Competent but Competent but Competent 

critical mass critical mass to perform 
Competent unlikely unlikely RAC roles Not competent 

because of bio because 

mechanical of cultural 
issues issues 

Interviewee 12 / / / 

Interviewee 13 (Female Major) said: 

I think there are a few individuals who would be capable of doing it, but I think 
they are probably few and far between. You have got to look at within the 
physical context of it and not just their ability to lead and inspire people. You 
have got to be physically capable of the task - it is a very physically demanding 
job that the infantry in particular carry out. [. ] So it is more a limitation on 
your physical abilities than your leadership abilities, 

Interviewee 13 (Female Major) 

Competent but Competent but Competent 

critical mass critical mass to perform 
Competent unlikely unlikely RAC roles Not competent 

because of bio because 

mechanical of cultural 
issues issues 

Interviewee 13 / 

Interviewee 14 (Female Major) said: 

My view is that there is a very, very small percentage out there who 
would be able to do it. But my own experience is only from those who 
are in under the current system. Now clearly there might be women out 
there who wouldn't even think ofjoining because they are barred from 
certain roles and they might be better for the job, if you see what I mean. 
But it is unlikely that there is a whole sort of raft of women out there just 
waiting to join infantry I kind of think if the powers that be said fine, 
remove the bar, only those who can meet the standards get in, crack on. 
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I think its rather like the homosexuality issue, I think it will be such a non issue 
because people assume you are going to be flooded in the infantry and RA C 
with women and people say ridiculous things about what will happen as they 
said ridiculous things about what will happen if you allow homosexuals in. 
There will be a big hue and cry about it, the press will have field day, talk a 
load of rubbish, sell a lot of newspapers, it will be endlessly talked about until 
the next thing comes along and then it just melt away like everything else has 
done. 

Interviewee 14 (Female Major) 

Competent but Competent but Competent 

critical mass critical mass to perform 
Competent unlikely unlikely RAC roles Not competent 

because of bio because 

mechanical of cultural 
issues issues 

Interviewee 14 

Interviewee 17 (Female Major) said that some women would be competent to perform in the 

infantry, more women would be competent to perform in the RAC; however, veryfew women 

would be accepted by soldiers in that (Infantry) role [... JLet (emphasis) and I can't think of 

any woman who would want to do it. 

Competent but Competent but Competent 

critical mass critical mass to perform 
Competent unlikely unlikely RAC roles Not competent 

because of bio because 

mechanical of cultural 
issues issues 

Interviewee 17 / / 

Interviewee 20 (Female Major) said yes, some women, just as some men, given the same 

training [... ] but being a woman in a very masculine world upsets them. She recounted an 

incident where she joined a group of men in their accommodation who had been together 

some time. She did not work with them but eat and socialised with them in the evening. She 

was told later by one of the group that, and this came as a complete surprise, her presence had 

spoilt the chemistry of the group in a negative way. As she put it: I hadn't upset their world 

but I had upset their brains. 
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Competent but Competent but Competent 

critical mass critical mass to perform 
Competent unlikely unlikely RAC roles Not competent 

because of bio because 

mechanical of cultural 
issues issues 

Interviewee 20 / 

Interviewee 21 (Female 2nd Lt) said that: women have the mental psychological and 

intellectual (ability) to do so, very much so, in some ways might be a little better [. J 

physically [... J Ifundamentally believe we are not[ ... 
J women don't have the physical ability 

to cope with it (close combat). 

Competent but Competent but Competent 

critical mass critical mass to perform 
Competent unlikely unlikely RAC roles Not competent 

because of bio because 

mechanical of cultural 
issues issues 

Interviewee 21 

Interviewee 23 (Female Major) said there was nothing per se in a combat arm officer (role) 

that women couldn't perform, [... ] not many would be interested [... J the fact that women 

are denied combat arm roles is a huge problem 

Competent but Competent but Competent 

critical mass critical mass to perform 
Competent unlikely unlikely RAC roles Not competent 

because of bio because 

mechanical of cultural 

issues issues 

Interviewee 23 

131 



Summary 

A summary of the responses is given in Fig 27. The section identified a number of issues. 

None of the interviewees considered that women were incompetent for these roles. However, 

there was no great appetite expressed for Infantry posts and significant concerns were 

expressed about the physical demands of the work. The lack of interest in Infantry roles is at 

odds with the findings of Women in the Armed Forces (MOD 2002) discussed in Chapter 4. 

However the blanket embargo was seen as problematical. There was also an emerging view 

that a distinction could be drawn between the Infantry and the RAC. The embargo on RAC 

posts was seen as being more difficult to justify. 

Competent 

Competent 

but critical 

mass 

unlikely 
because of 
bio 

mechanical 
issues 

Competent 

but critical 

mass unlikely 
because 

of cultural 
issues 

Competent 

to perform 
RAC roles 

Not 

competent 

Interviewee 1 / 

Interviewee 3 

Interviewee 5 / 

Interviewee 9 / 

Interviewee II / / 

Interviewee 12 / / / 

Interviewee 13 

Interviewee 14 / 

Interviewee 17 

Interviewee 20 / 

Interviewee 21 / 

Interviewee 23 / 

Total 2 6 6 3 

Fig 27 

The perspective for men 

Interviewee 2 (Male Captain) said: 

I have come across no evidence to suggest that they would be not capable of 
performing those jobs[... ]I think it is a case of operational effectiveness. There 
are issues around being female, not to do with competency, but to do with 
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physical differences between males and females that create, in a high intensity 
conflict for example, that would create further burdens on a system than if the 
system was purely male, and I think when it comes down the point the army 
makes a decision based on operational effectiveness. I don 't think it has got 
anything to do with gender [.. 1so few females would be able to pass the test, is it 
worth us giving them that opportunity to then accept the capability questions 
that are going happen after that. 

Interviewee 2 (Male Captain) 

Competent but Competent but Competent 

critical mass critical mass to perform 
Competent unlikely unlikely RAC roles Not 

because of bio because competent 

mechanical of cultural 

issues issues 

Interviewee 2 

Interviewee 6 (Male Lt Col) said 

I think in general, they are competent, there are women who are competent enough to 
perform any front line role, [ ....... 

J I do not understand if we have got females in the 
Royal Engineers and the Royal Artillery why we haven't got them in the RAC. there is 

no, there is more physical demands on a female officer in the Royal Engineers than in 
the RAC without a doubt, so why we don't have women in the RAC, I just don't 

understand, after all, they are driving round in vehicles. In terms of the Infantry, they'll 
be veryfew women that I think will be competent enough to perform a general infantry 
role because most of them are not physically strong enough 

Interviewee 6 (Male Lt Col) 

Competent but Competent but Competent 

critical mass critical mass to perform 

Competent unlikely unlikely RAC roles Not 

because of bio because competent 

mechanical of cultural 
issues issues 

Interviewee 6 / / 

Interviewee 7 (Male Major) felt that physically the close combat role was too demanding for 

women. He made the point that men are stronger than women which is why there are different 

Olympic events etc. He said: there is also an emotional and mental difference that you can 

see on a daily basis. Emotionally a woman would find it more difficult to operate in the more 

extreme circumstances than men do - there is a hardness about it. He did not think that 

training could overcome these differences. He said that: women have babies and society is 
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geared up around women looking after babies unless that is going to change (and men take 

over the childcare role fully) there is always going to be this issue of childcare. 

Competent but Competent but Competent 

critical mass critical mass to perform 
Competent unlikely unlikely RAC roles Not 

because of bio because competent 

mechanical of cultural 
issues issues 

Interviewee 7 

Interviewee 8 (Male Major) said (from interview notes) that he did not consider women were 

competent to conduct ̀ trench warfare' although perfectly competent to man a fire control 

post ̀ bringing in fire'. The difference was in physical contact with the enemy which raised 

issues of physical constraints and also what he saw as the moral issue of hand to hand fighting 

if the weapon system failed. This would have an effect on her colleagues and he saw no 

difference in this respect from officers and other ranks. However he saw women as equally 

courageous as men. 

Competent but Competent but Competent 

critical mass critical mass to perform 
Competent unlikely unlikely RAC roles Not 

because of bio because competent 

mechanical of cultural 
issues issues 

Interviewee 8 

Interviewee 10 (Male Major) said: 
I think amongst the infantry, so long as people pass the tests, there aren't many 
people who would argue on the basis of any other reason, the team cohesion, 
because there are some other good arguments that at a certain level, not 
whether women can pass the test or not, is the fact that you've got this, under 
very gritty situations, men behave differently if they are around women and the 
infantry went to a lot of expense to try an prove this, I'm pretty certain that it 
would be possible for enough women who wanted to, to pass the various 
infantry tests and to form a company, [... J a company was the minimum level at 
which, if it went any lower than that, i. e. you had a female platoon in a 
basically a male company, then men would still behave differently because you 
need to be able to work with each other much more closely in a company 

Interviewee 10 (Male Major) 
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Competent but Competent but Competent 

critical mass critical mass to perform 
Competent unlikely unlikely RAC roles Not 

because of bio because competent 

mechanical of cultural 
issues issues 

I Interviewee 10* / 

Interviewee 15 (Male Lt Col) said that: 
I had a female young captain attached to my [..... J whilst training in [.. ] and 
she was with us for about three or four weeks. Going through the drills as one 
does in [.. ] which is quite demanding physically and mentally she was very 
good and she was fighting as the artillery do out of her [.... J with an all male. 
so she was in close contact, sharing a vehicle with an all male crew, but on one 
occasion her [... ] broke down and she commandeered one of my [... J vehicles 
and basically demanded that the commander of one of my [.... ] got out to make 
way for her and she went on to fight the rest of the battle for a day or two fron: 
one of my little [... J and it was interesting talking to the crew of [.... ] after: I 
was interested in their reaction to sharing a [... ] with this female officer and 
they said that despite the fact that she was female and she quite an attractive 
female to them, that actually they respected her position and her role and 
frankly within four or five hours they treated her in the same way that they 
would a male officer and she didn't have a problem with it, they didn't have a 
problem with it and I thought that was pretty positive actually. 

Interviewee 15 (Male Lt Col) 

Competent but Competent but Competent 

critical mass critical mass to perform 
Competent unlikely unlikely RAC roles Not 

because of bio because competent 

mechanical of cultural 

issues issues 

Interviewee 15 / 

Interviewee 16 (Male Lt Col) said: 
If you are talking about mentally competent, yes. 

Interviewer This was competence in an holistic sense. 
I think if you were to place yourself into a combat situation and the Falklands 
would be a good example when the guys were carrying a minimum of 70lbs on 
their backs and quite a lot of them 110 to 120lbs on their back, so they are 
carrying their body weight on their back and you cannot in that situation turn 
round to the female you carry 70/bs and everyone else is carrying now /30 
because you can't carry your weight. You can't do that, that is highly 
corrosive and you end up carrying them You have got to be able to do the same 
as your men, you have got to otherwise you will lose their respect very, very 

135 



quickly - you know, you are not bloody doing it so why should I On the 
armoured corps side, 1 am not so sure it is so strong. 

Interviewee 16 (Male Lt Col) 

Competent but Competent but Competent 

critical mass critical mass to perform 
Competent unlikely unlikely RAC roles Not 

because of bio because competent 

mechanical of cultural 
issues issues 

Interviewee 16 / / 

Interviewee 18 (Male Major) said that women were not competent. Ne said it is not in their 

nature [... J it is more likely in nature that males are fighting [.. ] it is more in our nature to 
be in the business of fighting. 

Competent but Competent but Competent 

critical mass critical mass to perform 

Competent unlikely unlikely RAC roles Not 

because of bio because competent 

mechanical of cultural 
issues issues 

Interviewee 18 

Interviewee 19 (Male 2nd Lt) said that on reflection he felt that 

women officers were competent [. ] how open do male officers take the lead and 
jump into the first trench [. ] it wouldn't happen that often nowadays [.. ] they 
are still going to be in a position of relative safety where they can still stay alive 
and stay in a position where they can control the battle [. ] 1 think they are 
competent to do [.. ]but I still think that the vast majority do not want to 

Interviewee 19 (Male 2 
VU) 

Comment; makes the important point about the nature of contemporary warfare being 

different. 

Competent but Competent but Competent 

critical mass critical mass to perform 
Competent unlikely unlikely RAC roles Not 

because of bio because competent 
mechanical of cultural 
issues issues 

Interviewee 19 / 
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Interviewee 22 (Male Lt Col) said that intellectually there was no doubt that women were 

competent. However he felt that physically women did not have the strength and stamina to 

cope in demanding environments. He quoted the example of a jungle exercise he went on in 

Hong Kong for 3-4 weeks, where the weight carried was 100lbs and the temperature/humidity 

was 40 degrees and 100% respectively. He said: this is not the sort of environment where you 

want to put women. 

Competent but Competent but Competent 

critical mass critical mass to perform 

Competent unlikely unlikely RAC roles Not 

because of bio because competent 

mechanical of cultural 
issues issues 

Interviewee 22 

Interviewee 24 (Male Captain) said that as far as the infantry were concerned the physical 

demands were very high and that the physical aspects of close combat roles affected 

competence. He said : From a command point of view yes they are competent enough to do it 

without a doubt [... ] lots of women don't want the hassle [. ] is an important issue. Regarding 

the RAC, he said: standing in a tank whilst physically demanding is not the same sort of 

thing (as the infantry). 

Competent but Competent but Competent 

critical mass critical mass to perform 

Competent unlikely unlikely RAC roles Not 

because of bio because competent 

mechanical of cultural 
issues issues 

Interviewee 24 i i 

Summary 

This analysis raised several issues. There was an exclusive focus on bio mechanical issues, 

some limited support for competence yet a larger number clearly stating that they thought 

137 



women were not competent. The debate has a rather polarising effect. It was interesting to 

note that the embargo on RAC roles is also questioned by some male respondents. A 

summary is given in Fig 28. 

Competent Competent but 

critical mass 

unlikely 
because of bio 

mechanical 
issues 

Competent but 

critical mass 

unlikely 
because of 

cultural issues 

Competent 

for RAC 

Not 

competent 

Interviewee 2 / 

Interviewee 4 Issue not covered due to time constraints 

Interviewee 6 / / 

Interviewee 7 

Interviewee 8 

Interviewee 10 / 

Interviewee 15 / 

Interviewee 16 

Interviewee 18 

Interviewee 19 / 

Interviewee 22 / 

Interviewee 24 / / 

Total 2 5 4 3 

Fig 28 

The table at Fig 29 compares and contrasts the spread of factors identified in the discourses 

on competence for close combat roles as reported by male and female respondents. 

Competent Competent but Competent but Competent Not 

critical mass critical mass for RAC competent 

unlikely because unlikely because 

of bio mechanical of cultural issues 

issues 

Women 2 6 6 3 

Men 2 5 4 3 

Fig 29 
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Overall summary of competence for close combat roles 

It is interesting to note that men were more focused on the physical aspects of close combat 

roles and did not emphasis the cultural barriers. Women on the other focused equally on these 

two. No woman considered that women were incompetent for these roles whereas three men 

did. Also of interest is that there was an equal indicator that the RAC exclusion policy did not 

appear appropriate. 

Chapter Summary 

The purpose of the Chapter was to summarise the analysis of the data gathered through my 

primary research. I will present my key findings under two broad headings. The first is the 

findings as they relate to academic theory identified in Chapter 2. The second heading is a 

summary of the findings as they relate to the operational context in which the research was 

conducted - the British Army. 

Academic theory 

Leadership 

" From the data provided by my interviewees, the TLh4 did not read across to the 

military construct of leadership. In particular there was a marked absence of 

leadership being associated with the management of change. This may be for a 

number of systemic reasons. For example, there may be little scope for initiating and 

leading major change in my research population. In addition given the posting system 

of the Army, the officer is in a constant state of personal change - in other words 

change is a way of life and may be a taken for granted feature of the organisation. 

There was also no identification of the concept of professional competence in the 

TLM ; this has a core role in the view of those interviewed. 

Congeniality 

" The data has also identified a clear dichotomy in view between men and women 
interviewed on the congeniality (for women) of the Army context. Women have a 

view that it lacks congeniality whereas men are more divided on the issue. The 

women's view is supported by a number of hidden or systemic issues and they 
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frequently report a `wearing down' syndrome in their operational work. There was 

evidence that, on occasions, the attitude of senior officers was hostile to women and, 

to a lesser extent, that attitude was replicated by other ranks. Eagly's (2005) views on 

role incongruity and achieving relational authenticity have resonance here. 

However there is also evidence of change and improvement in this area. This is an 

important finding as a lack of congeniality it has been argued can lead to a 

suppression of woman's potential for a transformational leadership style. However 

there is evidence in the data that women, despite the lack of congeniality, still 

demonstrate individualised consideration -a key factor in the Bass model of 

transformational leadership. 

Power 

" Power was an emergent issue. There was clear evidence of coercive power being used 

in the narratives. There was also evidence that this power could, and on occasions 

did, become bullying. Although every soldier and officer has the right to complain to 

his CO about abuse, there did not appear from the interviews to be adequate checks 

and balances in place to curb this, eg a 360 degree appraisal system, so there is 

potential for abuse. Using the PLM synthesised in Chapter 2 from the typologies of 

power and leadership, I have therefore provisionally populated the upper right 

quadrant of the model with an exemplar type of organisation, in this case classical 

from the Burns and Stalker typology (opt cit), with the military as a specific example. 

I have also superimposed, as a red destructive force, the nature of abuse that can 

occur. This is shown as Fig 30. I have termed this abuse systemic because it derives 

from the systems and culture in place, rather than being driven by any particular 

individual. 
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MLF Model 

" The data from the Rep Grid design, and the use of grounded theory, has enabled me 

to construct a MLF model of leadership that focuses on three core factors: 

professional competence, relationship management and authenticity. All these factors 

of the model were also identifiable separately in the critical incident. The section on 

competence for combat roles also provided supporting evidence. The MLF model is 

essentially a model of pragmatic leadership, and in some ways, positions the role 

closer to that of a manager. It does have some correlation with the Watter (opt cit) 

model constructed through research into leadership for the OF6, or 1* and above, 

military officer community. 

Revised MLF model 

"I have revisited the 6 factor model, originally derived from the repertory grid research 

and amended it in light of the subsequent data on critical incident, congeniality and 

female competence for close combat roles. The changes are given in Fig 31 and are 

highlighted in red. 
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Factor Definition based on summary of constructs 

Gender 

management 

lases appropriate personal gender strategy to avoid adverse effect on operations 

Professional 

Competence 

experienced, depth of knowledge, hard working, confident, consistent, decisive, 

robust 

Relationship 

management 

self aware, involves and respects others, calm and considered 

Career Profile ambitious and successful, avoids 'Change for Change sake' on new appointment 

Authenticity moral courage, trustworthy, earns respect, no personal agenda, displays real self 

Physical 

fitness 

personal pride in own level of physical fitness 

MLF Version 2 

Fig 31 

This is represented graphically at Fig 32 in its generic form and also the components of Gap 5 

ie the contrast between how women construct leadership and how men construct leadership. 
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Fig 32 

As shown above are the two smaller models that show the relative importance of these factors 

for men when they construct male leadership and women when they construct female 

leadership. The key difference is the aspect of gender management for women and its absence 

in how men construct leadership. Women also place a slightly higher value on relationship 

management than men but less importance on authenticity and professional competence. As 

mentioned earlier, the issue of authenticity may have resonance with Eagly (2005) referred to 

in Chapter 2. Her conclusion that where the leadership role requires highly authoritative or 

competitive behaviour that is perceived as masculine, for example female leaders in military 
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settings, the mere fact that a woman occupies the role can yield disapproval. Additionally 

gender management may have subsumed some of these other factors. The lack of gender 

congeniality may have also shaped the mental maps that women have of leadership. Career 

profile and physical fitness both figure but are relatively small numbers. 

The British Army context 

The research identified what I consider were a number of salient policy issues. My criterion in 

detailing these is that I consider they could ultimately, if not addressed, result in an 

attenuation of operational capability. 

" Women in Infantry roles; there was little appetite for these roles identified. However 

the complete embargo was identified as problematic. In particular women 
interviewees confirmed that it symbolised a perceived male gender superiority within 

the organisation. 

" Women in RAC roles; both men and women felt the restriction on women filling 

these roles required review; this was a surprising aspect of the research. 

" Limited appreciation of the contribution of women; I did not adopt an appreciative 

enquiry posture. I was however looking for evidence of what interviewees felt 

women could contribute to the situation. There was only limited evidence of 

appreciation and I was left with an overall impression that women were there on 

sufferance. I feel this indicates a deep cultural mindset on the issue. There was 

evidence of individualised consideration by the female interviewees and the positive 
impact it had on morale. 

On the limited evidence generated by this study, I would argue that there is a 

masculine ̀ get on with it and don't show weakness' culture in the Army. However, 

for soldiers to have to cover up stress in the extraordinary context of conflict, is 

damaging. Female officers and soldiers may well construct an alternative culture 

where this stress can be dealt with at the time and more humanely. This would result 
in a subsequent improvement in operational capability. 

" Evidence of change; the role of women has changed significantly since the WRAC 

was disbanded in the 1990s and the requirement for pregnant women to quit was 

144 



dropped. Feminisation of the military is spreading at least in terms of scope if not in 

depth. This is some therefore evidence for a tipping point in progress. The hard core 
issue of opening close combat roles to women may well, as part of this, need to be 

addressed again so as not to alienate current and future women officers. 

Childcare was seen as a potential problem, as researched by Thomson (2004). This is 

seen as presenting a real conflict for women between career and childrearing. 

The next and final Chapter will identify my conclusions about the principal research question, 

academic theory, and provide recommendations on areas of further research that can be drawn 

from this work. 
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There are two things I am confident I can do very well; one is an introduction to any 
literary work stating what it is to contain and how it should be executed in the most 

perfect manner; the other is a conclusion shewing from various causes, why the 
execution has not been equal to what the author promised to himself and to the 

public. 
Samuel Johnson in James Boswell - Life of Samuel Johnson (1791) 

Chapter 6 Conclusions and reflections 

This is the second quotation I have used from my literary hero - Samuel Johnson, but I feel it 

captures the essence of this chapter. In an extended piece of research, what you plan to 

achieve is often frustrated by the reality of the research world. 

In this final chapter, I plan to cover my main conclusions on the supporting objectives (SOl- 

4) that I identified in Chapter 1, and how these sum to answer my principal research question 

(P1). In these sections I also suggest some policy areas that MOD might review. I then reflect 

on a series of issues arising from my research: areas for further research, my methodology, 

methods and design, and, finally, on what the experience of the thesis has meant for my 

personal professional practice. 

I would restate that my research design makes no claims for generalisability. However, and 

notwithstanding that point, I do consider my research has identified interesting, and 

substantive issues. 

Academic theory on leadership and leadership and gender (SO! ) 

The Literature Review is of course a standard component in most theses. However, the 

particular challenge in looking at leadership is the scope and complexity of the topic and the 

need to bound it in some way. My conclusion from the work I have done is that, although 

little research work was done on conceptualising leadership until the 1950s, progress 

subsequent to this has been significant. Although much of the research context is North 

American, this upsurge of interest has resulted in a canon of work and a research landscape of 

significant size and complexity. The reason for this increased level of interest is, I believe, 

linked back to the importance of the individual (Hofstede 1991) in Western culture and the 

growth of the large organisation (Drucker 1973) as the main employment vehicle. So, if 

societal financial security rests with organisations, and the individual leading the organisation 
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can have a significant impact on its success or failure then, almost inevitably, a search begins 

for the `magic formula'. High profile leadership styles like Jack Welch's of GE, and Bill 

Gates of Microsoft, are deconstructed, along with the context of their organisations, to see 

whether common factors can be identified to create this formula. I further identified some 

indicators of a religiosity (Collins and Porras 2005) in the conceptualisation of organisational 

leadership that segues neatly into the US culture. 

I identified that the body of theory attracting most contemporary interest is the Bass (1985) 

model of transformational, transactional and laissez faire leadership. It is part of what the 
literature refers to as new paradigm leadership theory. This has been taken up in the Britain 

by amongst others Alimo-Metcalfe and Alban-Metcalfe (2003b, 2005) who have developed a 

variant focusing on what they term the `nearby' leader. I foregrounded their TLM as my 

conceptual framework because of this focus and its British, as opposed to US, context. 

However, given its current academic hegemony, I also drew on the construction of the Bass 

model as a background theory. 

Given that my particular research focus was leadership and gender, I next identified that 

academic writers had located gender as a separate area for research. There was some evidence 
from this work that women leaders had a predisposition to transformational leadership. This 

style was particularly valued in contemporary management situations where complexity and 

relationship management are important features. However I also identified that congeniality 

of context was an important influence on female leadership styles. Where a context was 

particularly androcentric, and here the military is given as an example, then women felt 

obliged to adopt a masculine style, or else develop particular strategies that enabled them to 

blend in with the prevailing culture. 

When analysing my primary research data, I concluded at an early stage that the TLMM did not 

appear to read across to a military context. Certain factors in the model such as change 

management did not feature in the military construct. Conversely, factors in the military 

construct such as professional competence did not feature in the model. However the 

literature identifying that, in masculine environments, women needed to develop strategies for 

managing their gender, was supported. This is dealt with later when examining my principal 

research question. 

I also identified power as an issue closely linked with leadership theory. Machiavelli (Skinner 

opt cit: 40) is but one of many writers to juxtaposition leadership and power. I identified it as 

a latent issue in an Army context. My literature review identified a number of models and I 
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synthesised two to produce a matrix of power and leadership. I titled this the Power & 

Leadership Model (PLM). Its purpose was to position organisations on a matrix with these 

two axes. I made a start by locating the classical model, with the Army as an example, in the 

top right hand quadrant (Fig 30). I further developed that model as an analysis model for 

abuse of power. I entitled the type of abuse that can occur in machine bureaucracies as 

systemic. I mean by that term that such abuse would be embedded in, and supported by 

process and culture. 

My primary research data identified, in several forms, that abuse of power was present, but 

the evidence is implicit rather than explicit. In the constructs elicited through RGT it 

demonstrated itself through use of the term `bully'. It appeared frequently as a leitmotif in the 

critical incidents narratives. Examples of this would be the critical incident related by 

Interviewee 8 (male) where summary justice appears to have been dispensed and Interviewee 

13 (female) with the near intolerable demands placed on her. Traditionalists might argue that 

the military system requires commanders to demand unquestioning compliance with orders to 

achieve mission success. On this basis, occasional abuse is an acceptable price to pay. In my 

view there needs to be a tighter alignment with contemporary management norms in the 

population from which the military draws its workforce. 

I would suggest that a stronger system of checks and balances needs to be in place to guide 

and develop appropriate behaviours. Classical organisations in the commercial sector, such as 

Jack Welch's GE, have recognised the issue of abuse of power. They have responded (Welch 

2001) by introducing mechanisms such as the 360 degree appraisal, coupled with clear value 

statements. All managers are assessed by peers, subordinates and superiors on the extent to 

which they espouse and live these values; sanctions for not complying include termination of 

service so the stakes are high. One ground rule of such systems is that senior management 

must also live these values in a visible and affirmative manner. 

Policy suggestion 

" Consider embedding a clearly articulated set of values and behaviours - reinforced by 

a linked 360 degree appraisal system. This would need to be coupled with a system of 

sanctions for non compliance with the value and behaviour typology 
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My overall conclusion is that, like many social science research topics, any aim to identify a 

universal model of leadership is highly aspirational. In addition to the innate challenge of 

universality, the difficulty is compounded because, to conceptualise leadership, is to aim at a 

moving target. Commerce and industry are flexing and adapting their leadership constructs 

and cultures in response to the pressures of a changing environment. However, there is no 

indication of any attenuation of research interest, Indeed we can observe a deepening and 

broadening of research into discrete areas such as gender and context. 

The history and current context of the MOD and in particular the British Army 

(S02) 

My research context was the MOD and in particular, the British Army. My research 

confirmed the point made by several writers, that the British Army, far from being a 
homogenous organisation, is in fact a group of entities each with separate traditions and sub 

culture. This makes it difficult to draw nomothetic conclusions. 

I identified that the new Labour Government of 1997 identified defence an early priority. 

They published their Strategic Defence Review (MOD 1998) White Paper in July 1998. It 

confirmed that the world order had changed (Intro: 2) and stated that "the confrontation of the 

Cold War has been replaced by a complex mixture of uncertainty and instability". Defence 

White Paper (MOD 2003) Delivering Security in a Changing World comments that the future 

security environment comprises the `threats of international terrorism, proliferation of 

weapons of mass destruction and the wider security risks arising from failing, or failed, 

states'. However, the military task is not simply war fighting. In all, the White Paper defines 

a range of tasks from intelligence gathering to Home commitments, humanitarian assistance 

and disaster relief, plus peacekeeping, as well as what is termed peace enforcement or 

military intervention. 

The MOD's focus is now on delivering `flexible forces able to configure to generate the right 

capability in less predictable and more complex operational environment' and `usually as part 

of a coalition'. The nature of warfare has also undergone change. Rather than static forces 

facing each other across a defined battle space, conflict is now asymmetric. Smith (opt cit) 

argues that conflict now takes place in centres of population. Coercion is not a long term 

strategy. The current (July 06) intervention of the British Army in Afghanistan, code named 

Operation Herrick, is a further example of this development. 
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My overall conclusion is that a different paradigm of warfare and defence is emerging. 
Certainly the requirement to work closely with partners in complex coalitions, where the 

mission is uncertain, bears similarity to the ̀ contemporary management situations' articulated 

earlier. The point was made in my conclusion to Chapter 3 that such situations may lend 

themselves well to a transformational leadership style. 

History and current context for women in the British Army (S03) 

My research identified that a process of change is taking place in the Army regarding the 

employment of women officers. It was only post 1949 that the WRAC was founded. Cadets 

were first sent to Sandhurst in 1984. The WRAC was disbanded in 1993, around the time that 

women no longer had to resign on becoming pregnant. Although female officers are now 

eligible for 67% of posts, they still only account for some 10% of the entire officer cadre. At 

the most senior level, 1* the percentage representation drops to <I% - in fact there are only 

two women at this level, and both are Brigadiers. The Return of Service (ROS) for women is 

significantly less than for males in the Army. 

Thomson (opt cit) ascribes this partly to issues around childcare. Confirming this, some 

women interviewees commented that the next big challenge for the female Army officer was 

returning to work, after pregnancy. The difficulty, current or potential, of bringing up children 

was exacerbated for most of my female interviewees because they were married to, or were 

partners of, male Army officers. They can therefore expect to be posted at the same time on 

operational tours. Unless they have an exceptionally strong support network with, for 

example, grandparents or other close family members able to support them through these 

periods, then one of them will either have to leave, or sacrifice their career by not accepting 

operational postings. 

I examined how women are valued in the Army from a policy and cultural viewpoint. Key to 

this is the policy decision (MOD 2002) that women cannot serve in `close combat roles' or, in 

organisational terms, the Infantry or the RAC. These are posts that the Army values highest 

and which are required to achieve the most senior levels in the organisation. Following on 

from this, it appears from official documents eg MOD (2006), and the comments made by 

interviewees, that there is evidence of an institutionalised gendered culture. This is both at 

senior officer level and down to other ranks. 

The issue it raises from a managerialist perspective is of a possible sub optimisation of 

resource. Taking an external perspective, this culture might also be alienating women as a 
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potential source of new recruits. In other words, women despite their acknowledged abilities, 

struggle to make career headway. I have termed this the `armoured glass' ceiling syndrome 
(Dunn 2005). A further facet of this syndrome reported by female interviewees is the 

constant, and wearing, need to prove oneself in a new appointment. There is also a distinct 

lack of an affirmative enquiry approach in the organisation - in other words looking to 

identify what are the positive qualities that women can bring to the situation, such as 
individualised consideration. 
My research also examined congeniality of context for women in the Army. This was 

to establish whether congeniality was an issue to be taken into account when analysing the 

leadership styles for women. In asking both men and women interviewees whether women 

enjoyed a congenial environment, a dichotomy arose where men expressed a more positive 

attitude than women. This has the makings of a possible perception gap which, in turn, may 

lead to misunderstandings and frustrate corrective action. Women did feel the context lacked 

congeniality, and there was overt evidence for this. However, there was also a degree of 

subtlety about how this lack of congeniality manifests itself. Examples given were how 

women have to dress, with uniform shirts buttoning across in a male fashion, and the 

masculine culture they encountered off duty in the Mess. 

My overall conclusion is that the women interviewed do experience a lack of congeniality and 

that, in fact, they tolerate behaviour that would not be accepted in most organisations outside 

the military. However there appears to be a lack of recognition of this amongst the male 
interviewees. The impact may be that women officers are encountering a level of stress and 

hostility where the cumulative effect is to encourage them to opt out as soon as they can, with 

a subsequent loss of that experience and capability. However, this experience was not 

universal and there also evidence that, in some areas of the Army, a culture of mutual respect 
is developing. 

Policy suggestions 

Consider establishing a network for female Army officers. These exist in a number of 

sectors, indeed one already exists for MOD civilians. Jean Dowson, (Key Informant 

Interviewee), said this had been considered but there was insufficient resource to 

establish it. Such a network might enable the female Army officer community to 

compare experiences, identify good practice, provide mutual support and lobby for 

change. 
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" Consider a process of affirmative enquiry; this could take many forms such as further 

research, focus on positive role models, better education and training. Education and 
training is needed to encourage attitude change from senior officers down to other 

ranks. 

" Consider further the impact of pregnancy on female officers and the subsequent 

childcare arrangements that need to be in place to facilitate return to work. 

Validity of the current Army policy which bars access, by women, to close 

combat roles (S04) 

The current embargo on women holding posts in close combat roles is an emotive issue for 

women officers. However, there was a spectrum of views about the basis for this policy. 

There was a majority agreement amongst women interviewees, with some support from the 

men, that the embargo on RAC posts was questionable. The consensus amongst women was 

that, whilst not intellectually daunting, the physical requirements of Infantry posts put them 

beyond the reach of most women. They expressed the view that, to ask something of soldiers 

that you could not physically achieve yourself, was not acceptable. Despite a lack of 

enthusiasm from female interviewees on filling Infantry roles themselves, their view was that 

the total nature of the embargo was problematic both for serving officers and also from the 

view of potential new women recruits. However, it also raises the possibility that, given the 

nature of current conflicts, the intuitive transformational leadership styles of women may be 

better suited to this context, than male leadership styles. In other words, the policy is 

contributing to a sub optimisation of resource and operational capability- the exact opposite 

of received wisdom. 

Policy suggestion 

" Review the operational case for denying women access to close combat roles, 

particularly those in the RAC. 

The British Army - do men and women officers lead in different ways? (P1) 

This was my principal research question. The literature review in Chapter 2 identified 

research demonstrating that, in contemporary management situations, women leaders have a 

propensity for transformational leadership. However the data produced by my research 
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design did not support the existing TLM of how transformational leadership is constructed in 

a UK context. In particular there was little evidence of change management being an issue for 

my interviewees and little evidence of professional competence, a key factor for my 
interviewees, being a factor in the existing models. Regarding change management, my view 
is that, as Sampson commented in Chapter 3 (opt cit: 159) 

, the military is a conservative 

organisation that does not change quickly. Change programmes are high level and 

prescriptive in nature and therefore not led by the `nearby' leaders. Professional competence 

whilst it may be a taken for granted assumption in the existing models, is highly valued in a 

military context. Followers want to be kept from unnecessary harm and because of the power 

structure in the military are highly dependent on the ability of their local commanding officer 
in this respect. The critical incidents reported by Interviewees 4 and 16 are relevant here. 

Using a grounded research approach I then developed an MLF model. This identified a series 

of six factors that taken together represent my interviewees' construct of leadership. They 

were: professional competence, relationship management, authenticity, gender management, 

career profile, and physical fitness. 

I also developed a gap analysis model to analyse whether men and women value these factors 

differently. My research demonstrates that they do, with the distinguishing feature being that 

women are required, by both male and female colleagues, to have a strategy for managing 

their gender to cope with the androcentric nature of the organisation. This supports work done 

Sheppard (1989), and Herbert (1998). 

In examining the gap model I identified that, apart from gender management, there was a 

degree of correlation between male and female MLF models. However women did place a 

higher importance on relationship management. There was also evidence of women 

displaying individualised consideration - this being a key component of transformational 

leadership. This was done against the grain of the organizational culture. My conclusion from 

this is that individualised consideration may be a latent feature of female leadership. Other 

components of the Bass transformational leadership may also be present but are cloaked, 
because of the androcentric context. 

So, the key points emerging are that the women and men I interviewed do lead in different 

ways. In addition, my MLF model of military leadership does not conform to the academic 

models of leadership now developing in the new paradigm school of leadership theory. My 

findings here are, of course, limited by the small sample of interviewees. As well as 

disconfirming the TLM, my findings also fail to confirm the Bass model which was 

grounded, in part, on senior US army officers rating their commanders (Bass 1997). It also 
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reveals differences to the double helix model identified for the Armed Forces 1* community 

(Watters opt cit). However, far from breaking new ground, my model of military leadership 

still resonates strongly with Sun Tzu's 1500 year old model (Griffith opt cit: 65) identified in 

Chapter 2. The MLF appears to be essentially a pragmatic and practical construct with the 

factors of professional competence, relationship management and authenticity being 

dominant. I suggest, in the section on areas for further study, that the MLF model is tested on 

a wider and deeper cross section of the Army structure. 

Reflections - on areas for further research 

The nature of my research was exploratory and makes no claim for generalisability. However, 

I do feel that the issues highlighted on leadership theory, and the military context, are salient. 
Again in brief form, I have laid out below the areas that I consider would benefit from further 

research: 

1 Conduct more extensive research on the British Army officer cadre to validate model. 
Such research would need to adopt probability sampling models. 

2 If further research does validate the model, then additional research should be 

conducted on how the MLF model might inform the leadership education and training 

process for British Army officers; one value of the model could be to drive 

behavioural change. 

3 My research sample only looked at middle ranking officers. The scope of the research 

could be extended to include other ranks; does a different model of leadership exist 

there? It would be valuable to establish whether the factors identified in the MLF 

model read across the rank and grade structure. I think there is a particularly 

significant area to be researched, which is how the people below the rank of 

commissioned officer construct leadership, and where in the rank structure they 

consider leadership is exercised. 

4 Examine leadership constructs in the other branches of the British Armed Forces: 

Royal Navy and Royal Air Force. The RN and RAF have independent research 

programmes in place looking at their leadership models and, again it would be 

interesting to compare their outcomes with the MLF. 
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5 Examine critically the phenomenon of power in the British Army and whether the 

power of officers is too widely drawn. 

6 Consider developing the Power & Leadership Model (PLM) to see whether it would 
have utility in a broader context; this would take the form of populating the other 
three quadrants with example organisations or sectors. Then, as a second stage, to 

research, and identify, an ̀ abuse of power' typology. 

Reflections - on methodology, methods and design 

I chose to use essentially a phenomenological methodology and, given I was researching 

perception, I still consider that appropriate. I also consider that the methods of ROT and CIT 

were appropriate. ROT is effective in limiting observer bias and also, within limits, providing 

some empirical data. I did not engage with the more complex analysis methods of RGT, in 

particular, principal components analysis, rotation and the use of software tools. This was 
because I did not feel them to be appropriate in my context. I am also sceptical about the role 

of empirical data in such an area and whether ordinal data could be stretched so far. ROT was 

also effective in the multiplier effect it achieved, with each interviewee bringing in eight 

additional subjects. 

I also conclude that CIT was effective in surfacing the interviewees' mental maps of 
leadership. Interviewees were, I believe, reasonably candid in identifying such incidents. 

Certainly the context and impact of them was significant for me. It reinforces the difficult and 

dangerous work that the Armed Forces do and points up the salience of the relationship that 

needs to be in place between leader and team. My use of Nvivo as an analysis tool was quite 

limited due to time constraints, but I intend to develop this for a second stage of my research. 
The data I have collected is so rich and extensive that further analysis is required on it. 

I conclude the design was appropriate although, of course, more interviewees and a wider 

range of corps and regiments would have improved the generalisability of the work. However 

I calculated that twenty four interviewees, plus the four key informant interviews, was the 

maximum I could manage in the time frame I had set. Locating, and interviewing the final 

three was, for some reason, a major task. I am not sure why, but volunteers dried up after an 
initial level of enthusiasm from the research population. Perhaps word got around. This also 

raises the issue of access to closed organisations. In order to interview my sample frame, I 

had to make extensive use of contacts, gatekeepers and personal relationships. In that sense I 
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was in a privileged position. Snowballing was also helpful particularly in the latter stages. I 

consider the 50/50 gender split was correct to give women an equal participation in the 

process. The sample structure across three element typology of combat arms, combat support 

and combat service was crucial, certainly for validity. 

Reflections - on my personal experiences 

I have detailed below some of the reflective points that I identified during my experience. 

Importance of networking; I gained many ideas on method and design through 

attendance at academic conferences. I also made contacts with the research 

community that have proved valuable. As an example, I was recently contacted by a 

researcher examining the Indian Army's policy on women soldiers. 

- Soft skills; I was fortunate in that I had significant previous experience of 

interviewing and working closely with people on a 1: 1 basis. Nevertheless arranging 

personal interviews with complete strangers, and then, over the course of say 90 

minutes, encouraging them to surface deeply held beliefs and relate highly emotive 

stories about leadership is a challenging task. The discipline of taking field notes was 

useful, as was dealing with the unexpected. One interview had to be abandoned 

because of the dramatic situation in a 2005 England v Australia Test Match. 

- Time management; there is of course the need to bound research. However my main 

strategy encouraged by Tim Hill my supervisor, was ̀ a little and often'. I found that 

just keeping things ticking over was helpful to me. Certainly it meant that the major 

sessions of analysis and composition were easier to cope with. 

- Data analysis; research texts advise that the analysis of qualitative data is a challenge 

and that it requires an iterative process of reading/listening, reflecting and 

conceptualising. I found this to be true, and I would use the metaphor of Magic Eye 

pictures to describe the process. If you look at them hard enough and long enough, a 

pattern emerges. It is a case of having faith that, if your design and methods are 

sound, then substantive issues will emerge, blinking, into the light. 

And finally......... 
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On a final point, I should remark on the extent of my personal learning from the dissertation 

process and the modules that preceded it. One word can summarise this learning. Philosophy. 

My discovery of, and engagement with, philosophy has been a powerful and formative 

influence. I suspect that, like many British people, I regarded philosophy with suspicion, 
looking on it as a rather impenetrable branch of learning, of little practical value and firmly 

rooted in the past. Engaging with it now has revealed not just the utility of philosophy but 

also the extent to which it informs so much of how we act, what we think and what we are 

exposed to - every day. It has also been confidence building for my teaching practice and has, 

I feel, given me the intellectual assets needed to be effective in that context. I have taken the 

lead in research methods for the MSc degree I support, and plan to develop further my 

knowledge and understanding of philosophy - particularly those issues like positivism, 

realism and phenomenology that underpin research thinking in the social sciences. I aim to 

use this role as a vehicle to share with others my finding that philosophy is accessible, 

interesting and fundamental to the education process. As Socrates said: the unexamined life is 

not worth living. 
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App A 

Interview Date: 

1 Introduction 

2 Key Informants 

3 Do women encounter a congenial* culture in the Army? 
*con"gen"ial 

a) Having the same tastes, habits, or temperament; sympathetic. 

b) Of a pleasant disposition; friendly and sociable: a congenial 
host. 

c) Suited to one's needs or nature; agreeable: congenial 
surroundings. 

4 Critical incident 

5 Repertory Grid 

6 From what you know of combat arm roles, are women officers 
competent to perform them? 

Notes 
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28 8 100 100 
Iteration 3 Iteration 
Managing gender 
Keeps personal life separate Brought personal l0e loto'ob 1 5' 1 1 2 12 3 10.43 
Remain wbin boundaries when s Oversteps bcundanes when 1 51 1 2 

, 
12 3 10.43 20.87 Mana in ender 

ProfessionaUcompetenVez edenced/confidence Kee s ht t S I1 1 2 121 3i 10.431 
Professional lacks professionalism 2 5 1 1 225 11 2.7 9.348 Remainwi Overste 1 5 1 1 2 121 311043 20.87 
Well respected Not respected by peers or su 4 4 11 1 2.5 9 2.3 7.826 Professional com tens e 
self confident lacks sell confidence 2 4 1 1 2 6 1.5 5.217 Profess' lacks f 2 5 1 1 2.25 10.75 169' 9348 
e enced iriezpenenced 3 2 1.75 28 0.7 2.391 setfconfl IacksseH 2 4 2 6 1.5 5217 
competent lacks competence 2 125 08 0.2 0.652 e denc ine ' 3 2 1 1 175 2.75 10 69 2.391 
n toueh wdh reality Snobbish 5 3 1 1 25i 11 28 9.56 35 corn tent lacks com 1 2 1 1 1.25 0.75 0191 0 652 17.609 
Team Impact 
Helpful not helpN 4 3 2251 68 1.71 5.87 

Retationshi Mana emen 
Hel fJ not w fd 4 

t 
3 1 2 25 675 11 691587 1 

Close Working relationships with tL the working relationship with 
nteract well with team Not a team pla 

5 
5 

2 
2 

1 
1 

2251 
215 

11 
11 

17 
2.7 

9.348 
9 348 

Close W 
InteracI 

Life 
Nat a 

5, 
5 

2 
2 

1 
1 

2251 
2 25 

10.15 
10.75 

. 2.69 9348 
2 69 9 348 

' 

Could see subordinates' alibes Could not see sub I 4 2 1 2 6 1.5 5.217 Coutd see Could not 4 2 2 6 1.5 5 217 
Enthusiastic Lacked enthusiasm 2 3 1 1.75 2.8 0.7 1.391 Enthusias Lacked en 2 3 1 1 175 2.75 069 2.391 
compassionate no compassion 3 2 1 1.15 2.8 0.1 2.391 34.57 com ' no compai 3 2 1 1 1.75 2.75 0.69 2.391 34.565 
Selfless/AlWistic Career Orienlatlon 0 
Puts others first Out far Oieir own gain 5 3 1 1 1.5 11 2.8 9.565 9.565 Authentic I 
Career Focus 0 0 Wei res respec 4 1 1 25 9 21517.826 i 
nte ' /Res rustworth 

I 

00 ki touch ' Snobbish 5 3 1 1 2.5 111 2.15 9 565 
Management of self 1 0,0ýputsodw Out for the 51 3 1 1 25 11 2.75 9 565' 26.957 

115 29 100 100 Ph ical fitness _ 0 
2881 100 100 

172 


