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ABSTRACT 

This Stress Management handbook has been compiled to support cadets participating 

in the “International Military Leadership Academy” as well as military personnel attending 

resident and non-resident instruction at the tactical level. The purpose of this publication is to 

provide basic information in the field of stress management. The handbook is divided into 

four chapters, which at the same time are thematic panels corresponding to the title area. As a 

result, readers are provided with general information related to stress and the process of 

coping with it. In addition, the factors influencing the development of stress in the 

physiological, psychological and social aspects are discussed. In particular, reference is made 

to combat stress and ways of dealing with it in a military environment. Another problem that 

is presented is the effectiveness of military leaders’ work. The key competencies of the leader 

supporting the neutralization and use of positive stress to increase the combat potential of 

individuals are described. The authors has also included information related to the important 

topic of decision-making in chaos. Thus, the process of making decisions under time pressure 

is discussed. The authors put forward a decision-making model that would help to overcome 

the problem of a shortage of information and limited time needed to complete a task. The 

contents of the handbook are supplemented with tables and figures as well as examples of 

practical activities. 

 

Introduction 

Leadership is a complex problem concerning many aspects of managers’ activity. 

Taking account of the fact that the modern battlefield is perceived as a comprehensive 

environment with high dynamics of operation, it is not difficult to notice that performing the 

function of a military leader will require having exceptional competencies. One of the 

elements that necessitates special preparation of military leaders is combating stress. The 

phenomenon of stress is common and affects many aspects of human life. Nevertheless, given 

the need to sacrifice human life while fulfilling the duty of ensuring safety by military forces, 

it should be understood that on the battlefield stress will play a significant role. 

Therefore, skills related to stress management, that is coping with stress in both 

garrison conditions during training and on the battlefield will be an important component of 

leaders’ military competencies. Stress experienced in combat and in other circumstances has a 

dual character. On the one hand, it can negatively affect the attitudes and behaviour of 

soldiers; on the other hand, it is necessary for proper mission accomplishment. Therefore, the 
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awareness of the positive and negative impacts of stress on soldiers during combat is an 

important resource of knowledge that every commander should be equipped with. 

In addition to the necessary knowledge of the type of stress and the extent of its impact 

on conducting military operations by military units, a military leader must know how stress 

affects the work of a commander. Awareness of our own limitations related to stress as well 

as opportunities offered by stress control and wise use of stress will allow the leader to 

maintain combat capability at the expected level. From a practical point of view, it seems 

important to know the techniques that reduce the negative impact on mental processes and 

behavior in combat conditions. In addition, each commander should know what consequences 

a drastically harmful effect of stress can have on soldiers. The key in this case is that a 

commander knows the symptoms of post-traumatic stress disorder. 

The above-mentioned issues motivated the authors and a group of officers from 

Poland, Portugal and Greece to create the “International Military Leadership Academy”, 

which will contribute to the extension of tools developing the leadership competencies of 

future officers of European countries. The authors hope that this publication will contribute to 

increasing the effectiveness of training both as part of the project and in other activities aimed 

at leadership development. 
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PART ONE: STRESS MANAGEMENT IN THEORY 

 

Introduction to stress 

Contemporary perception of the concept of stress, which is not only found in medicine 

or psychology, derives from the eighteenth and nineteenth century equivalents of the terms 

injure, molest, or constrain. The term is also used in physics and is understood as material 

resistance to external physical forces1. 

As already mentioned, medicine deals with stress and one of the first researchers in 

this area was the American physiologist Walter Cann, the founder of the Homeostasis Theory. 

Among other things, his research in this field concerned human reaction to cold stress, 

hypoxia, in a situation of lower blood sugar levels or increased blood pressure. He also 

noticed that the mechanism of stress adaptation works on the principle of a negative feedback 

of the homeostat. Describing these phenomenon, Cann used the physiological terms strain or 

distortion. The nature of this study does not require any in-depth physiological analyses of the 

concept of homeostasis. Nevertheless, it is worth noting that homeostasis assumes that the 

habit can function properly only within the limits in which it is capable of quick adaptation, 

so as to maintain the state of its internal environment, within a framework that is strictly 

defined for each organism. Therefore, despite the pressure of external stressors, it is possible 

to maintain its bias, which is precisely indicated by the existence of the homeostasis system, 

which is a biological proof of this phenomenon. Specialists, when they were developing 

research on homeostasis, created the theory of adaptation2. 

We encounter the concept of stress in everyday life. As mentioned above, the term 

“stress” is used primarily in physics in solving the problems of strength, load capacity and 

resistance to deformation of structures created by humans. The use of the term “stress” in 

behavioural sciences has changed its meaning, although an analogy can be found. According 

to C. M. Wheeler, stress in physics refers to the force used on an object, whereas in human 

life it refers to the impact of certain phenomena on people. Problems related to financial and 

professional difficulties, health problems or personal conflicts cause pressure on the physical, 

mental and spiritual spheres of the person. Some of them have their source in the 

environment, but most often they emanate from within the person in the form of worries, 

anxiety, regret, discouragement and lack of confidence, and low self-esteem. Therefore, with 

                                                 

1 J. F. Terelak, Psychologia organizacji i zarządzania, Difin, Warszawa 2005, p. 230. 

2 Ibidem. 
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the passage of time, the term stress began to be used not only in physiology, but also in the 

context of mental health and human behaviour3. 

Given the aspect of the influence of various factors on the person, stress is defined as 

the internal process of preparation for dealing with stressors. So stress involves physiological 

reflexes that prepare the body to fight or escape. Examples of these reflexes are increased 

stimulation of the nervous system, release of adrenaline into the bloodstream, changes in 

blood flow to various parts of the body and other phenomena. However, stress cannot be 

unambiguously understood as excitement or anxiety. Stress includes physical and mental 

processes that sometimes suppress agitation and anxiety. In addition, it also includes 

accompanying emotional reactions and automatic perceptual and cognitive processes to assess 

uncertainty or danger. These processes that are triggered automatically can be instinctive or 

learned4. 

Therefore, as can be concluded from the above information, stress should be treated as 

a phenomenon occurring in the person, having a multifaceted nature (concerning many 

spheres, environments, conditions and activities of human life), and resulting from the 

interaction between the requirements posed to the person and his abilities, perceived 

objectively as well as subjectively, and thus also dependent on the cognitive factor that 

determines the phenomenon of stress in the person understood as individual – referring to 

individual conditions, i.e. occurring differently in different people, but also having 

characteristics and common conditions allowing for drawing universal conclusions5. 

While the definition of stress does not cause many difficulties, an unambiguous 

definition of what a stressor is seems more complicated. However, there is a general 

consensus that the cause determining the state of stress is such an imbalance between the 

requirements and capabilities of the individual that leads to the situation of loss or threat, as 

well as to overload or deprivation. It is assumed that loss and threat may exist objectively and 

subjectively, although there is a popular view that the source of stress is always a threatening 

situation. Research on objectively existing stressors (threats, losses) encompasses even such 

                                                 

3  Kassymova K., Kosherbayeva N., Nigel B. C. Cox R., Sangilbayev S. Ospan, Schachl J. Hans, Stress 

management techniques for students, Atlantis Press, 2018, p. 47. 

https://www.researchgate.net/publication/328161820_Stress_management_techniques_for_students, 15.09.2018. 

4 U.S. Army Field Manual (FM) 22-51, Leaders' Manual For Combat Stress Control, DC: U.S. Government 

Printing Office, Washington 1994, p.2-1 

5  Psychologia. Podręcznik akademicki, T 2, (red.nauk) J. Strelau, D. Doliński, Gdańskie Wydawnictwo 

Psychologiczne, Gdańsk 2010, p. 704. 

https://www.researchgate.net/publication/328161820_Stress_management_techniques_for_students
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phenomena as natural disasters (fires, floods), loss of loved ones, health risks, etc. The 

assessment of the situation by the individual is used then rather as a mediator by 

strengthening or suppressing the effect caused by objective stressors6. 

The shortest definition of a stressor can be found in the studies of H. Selye, who 

perceives it as a factor causing stress, or a specific response of the body7. A stressor is any 

event or situation which requires a nonroutine change in adaptation or behaviour. Often it is 

unfamiliar or creates conflict among motives within the individual. It may pose a challenge or 

a threat to the individual’s well-being or self-esteem. Stressors may be positive or negative 

(for example, promotion to new responsibilities or threat of imminent death)8. Thus, it can be 

said that a stressor is the cause of the occurring stress in the individual, which can be 

considered in various aspects9. 

The problem of stress in the physiological aspect has been examined and described by 

Hans Selye. His theory concerned symptoms that differentiate the types of diseases, and he 

described the phenomenon he discovered: the “General Adaptive Syndrome”. Selye noted that 

the response to stress in the physiological sphere develops in three stages10: 

a) The alarm reaction in which the body mobilizes its defences. It consists of two 

phases: 

 Shock phase – an initial reaction of the body to the harmful agent in the form 

of an intense stimulation of the body for defence (a drop in blood pressure). 

 Countershock phase – it is accompanied by defensive reactions in the form of 

changes in the physiological functions of the body (an increase in blood 

pressure, accelerated heart activity, over-breathing, increased energy to fight). 

b) The stage of resistance which the body enters as a result of the duration of harmful 

stimulation and therefore there is a relative adaptation of the body to the stressor. 

However, while resistance to harmful stimulation increases, the resistance to other 

types of stressors is also reduced. 

                                                 

6  A. Sobolewski, J. Strelau, B. Zawadzki, Kwestionariusz Zmian Życiowych (KZŻ): Polska adaptacja 

kwestionariusza „Recent Life Changes Questionnaire” (RLCQ) R. H. Rahe'a, Przegląd Psychologiczny, 1999, 

Vol. 42, no 3, pp. 27-49. 

7 H. Selye, Stress without distress, Polish edition, Państwowy Instytut Wydawniczy, Warszwa 1977, p. 24. 

8 U.S. Army Field Manual (FM) 22-51, op. cit., p. 2-1. 

9 Psychologia. Podręcznik akademicki, op. cit.,  pp. 702-703. 

10  H.  W. Krohne, Stress and Coping Theories, http://userpage.fu-berlin.de/schuez/folien/Krohne_Stress.pdf, 

15.09.2018 

http://userpage.fu-berlin.de/schuez/folien/Krohne_Stress.pdf
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c) The stage of exhaustion is characterized by exhaustion of the body caused by the 

persistence of harmful stimulation, so the body loses its defensive capabilities. 

There is irreversible damage to the tissues, and if the stimulation persists, the body 

dies. 

Conducting combat operations as an activity related to negative bilateral cooperation, 

in which armed struggle generates multiple threats, will undoubtedly be one of the most 

intense environments of human activity in terms of generating various types of stressors. Due 

to the fact that in the army we deal with combat, the concept of Combat Stress was created. 

Combat Stress is defined as a complex and constantly changing result of all the stressors and 

stress processes related to a soldier while performing combat-related tasks. Taking into 

account the intensity of the activities carried out and the complexity of the battlefield 

environment, it can be concluded that at any time in every soldier stress is the result of the 

complex interaction of many mental and physical stressors11. 

Types of stress 

The psychological aspect of stress in Selye’s theory indicates two kinds of stress: good 

and bad. The researcher called good stress “eustress”, while the bad one “distress”. Distress is 

understood by him as an adverse effect related to stress and causing damage. In turn, eustress 

or good stress does not cause harmful consequences. Considering the above-mentioned 

definitions of stress, it can be concluded that the common understanding of stress refers to its 

excess and negative impact on a human being, i.e. in accordance with the previously accepted 

classification, it is distress12. 

The main difference between distress and eustress results from the characteristics of 

the stress stimulus, which reflects its significance to human life and development. From a 

physiological point of view, good stress and bad stress in the context of arousal or activation 

of the body to fight it do not differ. However, there are clear qualitative differences if you take 

into account the psychological aspect. Distress is then connected with suffering and mental 

disintegration, while eustress is the motivating factor to make the effort, despite experiencing 

discomfort and considerable difficulties, which leads to achievement of life, success and 

contributes to the development of personality13.  

                                                 

11 U.S. Army Field Manual (FM) 22-51, op. cit., p. 2-1. 

12 H. Selye, Stress without distress, op.cit, pp. 29-30. 

13 J. F. Terelak, Psychologia organizacji …, op.cit, p. 232. 
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So stress is not necessarily bad or harmful. Positive stress (or eustress) is the kind of 

stress that is necessary to sustain and improve adaptation processes without excessive stress. 

Some level of stress is needed and in some cases necessary to human health. This is visible in 

a special way when, despite the fact that the body is exposed to physical stress, it can 

acclimatise. Improving the level of tolerance and the ability to acclimatize to a physical 

stressor require a gradually higher exposure. Owing to the exposure, more than routine stress 

reflexes are formed. The commonly known examples of acclimatization include heat 

acclimatization, the condition of the circulatory system (aerobic) and muscle strength. These 

examples are so important to combat stress control that it is worth looking at them. The 

phenomenon of increasing tolerance to stressors through gradual exposure will also affect 

cognitive emotional stressors14. 

One of the examples of increasing your body’s tolerance to stressors is heat 

acclimatization. The best way to acclimatize to heat is to force yourself to do physical work at 

higher than usual ambient temperatures. In this way, the body’s temperature regulation system 

is perfected. At first, the body can display excessive sweat and increased heart action. 

However, as the acclimatization process proceeds, the body’s efficiency to cool itself 

increases. Of course, each adaptive ability has its limits. Moreover, when the exposure to a 

given stressor ceases, in the case of temperature, any physical exercise in the heat causes the 

loss of acquired acclimatization. That is why it is so important to carry out the mission-

oriented protective posture (MOPP) training before deployment in the area of responsibility in 

which extreme conditions prevail15. 

Another example of a positive effect of stress is building aerobic fitness. A popular 

view is that a systematic increase of physical effort related to aerobic exercise affects the 

improvement of the body’s efficiency. The basic method of increasing endurance is the daily 

minimum of a 20-minute training programme of jogging, running, cycling, swimming or a 

special set of aerobic exercises. Of course, these are not the only types of activities during 

which you can build your aerobic fitness. Each exercise associated with a sufficiently high 

heart rate, increased breathing frequency and intensive sweating for 20 minutes or more 

increases the body’s tolerance to exercise. The key to success in this case, as in the previous 

one, is the regularity of training. At the beginning, symptoms may include increased heart rate 

and more sweating and loss of breath. Over time, during the systematic repetition of the 

                                                 

14 U.S. Army Field Manual (FM) 22-51, op. cit., p. 2-3. 

15 Ibidem. 
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exercise system, the effort begins to seem easier. In order to continuously increase aerobic 

fitness, the stressor should be gradually increased until the stress associated with the 

acceleration of heart rate, breathlessness and excessive sweating reappear. As with heat 

acclimatization, if you stop aerobic exercise for weeks or months, your improved aerobic 

fitness will gradually decrease16. 

Physical strength is an important element of physical fitness. This kind of readiness of 

the human body to undertake and solve difficult motor tasks is based on increasing muscle 

mass by gradually lifting more and more weights using traditional bodybuilding equipment or 

specially engineered exercise machines. Therefore, to increase muscle strength, you should 

increase the stressor (the weight lifted) and the stress (a physiological increase of effort in 

muscle cells). As the systematic habituation of individual muscles to lift a given weight 

increases, the ability to perform harder work increases, and lifting heavy objects does not 

seem such a great effort. An important element of this type of training is increasing the 

weight. If there is little stress in the muscle, it will only maintain its strength and will not be 

stronger at repeated exposure to load. Similarly, when you stop doing the right amount of 

lifting, your muscles will become flabby again over time. As it is not difficult to notice in all 

these cases, a good maxim applies, which reads: “If you do not use it, you will lose it.”17 

To sum up the above considerations, it is not difficult to notice that stress also has a 

positive effect on the human body. Properly programmed exercises increase the body’s 

efficiency while performing difficult physical tasks in extreme conditions, which is an 

obvious requirement for soldiers. Therefore, to ensure the ordered combat readiness of 

military units, it is necessary to ensure the continuous development of physical fitness and 

maintaining the body at the appropriate level of efficiency and health. An excellent way to 

achieve these goals is the systematic implementation of training during which soldiers are 

forced to adapt the body to various types of stressors and to use the positive effects of stress in 

people. 

As mentioned above, the common understanding of stress is associated with its 

harmful effects on the body in both physiological and psychological aspects. In particular, 

problems such deployment, family, personal behaviour, harassment, substance abuse, and 

emotional distress should be taken into account. Leaders should attempt to identify local 

resources available to manage these types of distress. Even the most motivated and well-

                                                 

16 Ibidem. 

17 Ibidem, p. 2-4. 
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trained soldiers can find themselves in difficult situations.  These situations, while infrequent, 

can weigh heavily on each soldier’s mind.  Some soldiers handle these problems well on their 

own, but others may not. Unmanaged stressors have been linked with poor work performance, 

depression, predisposition to injury, spousal abuse, and other coping difficulties. 

Research into the stress problem has shown that personal sensitivity to stress varies. 

Different qualitative stimuli with the same toxic properties or with the same stress magnitude 

do not always cause exactly the same set of symptoms. In addition, even stress with the same 

intensity, caused by the same stimulus, can cause different injuries to different people. On the 

one hand, different stimuli can cause similar negative effects in the human body; on the other 

hand, due to genetic predispositions, age, gender or life experience (acclimatization level or 

trained level of physical fitness), the same stressor can cause different injuries to different 

people. Conversely, the stresses normally suffered by the body can turn into pathogenic 

stressors. Therefore, the intensity and magnitude of distress’s adverse effects on humans are 

affected by both external factors such as climate or diet, and individual determinants 

(hereditary factors, past experience)18. 

 

Introduction to stress management 

Many researchers also have different approaches to the problem and concept of stress 

management. Among others, there is talk about resistance to stress and coping with stress. 

Limiting of the concept of resistance to stress, treated as a biological category, from immunity 

as a psychological category. Modern psychology of stress uses the term derived from the 

Transactional Stress Theory of R. Lazarus and Suzan Folkman, namely “coping with stress” 

(as a process, strategy, style)19. 

The aforementioned one of the greatest specialists in this field, H. Selye, after 

conducting many years of stress research, introduced to his model of the theory of stress the 

formulation of coping with stress. He defined counselling as adapting to stressful situations. 

As it is explained, this is achieved in contemporary society by removing stressors from human 

life, by not allowing certain neutral events to become stressors, by developing a proficiency in 

dealing with conditions that we do not want to avoid, and by seeking relaxation and avoiding 

                                                 

18  H. Selye, Stress without distress, op. cit, pp. 41-42. 

19 M. Turek, Recenzja „Psychologia stresu“, Studia Psychologica nr 3, 2002, p. 220. 
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excessive demands. To sum up the assumptions presented by H. Selye, the following most 

important issues of coping with stress can be distinguished20: 

 All life events cause some stress. 

 Stress is not bad in itself, but excessive or unnecessary stress should be avoided 

if possible. 

 The stress factor is the stimulus that triggers the need for adaptation, so stress 

is the answer. 

 The non-specific aspects of the body’s response to a factor may not be as 

obvious as the specific effects. Sometimes, only disease or dysfunction will 

make a person realize that they are under stress. 

 Stress should be monitored using a battery of parameters. 

 Stress should not be identified only with certain biochemical processes 

occurring in the human body under the influence of stress. 

 They seem to manifest the main paths of non-specific adaptation. 

 They are, however, only a few elements of a very complex scheme. 

 Removing the stressor eliminates stress. 

 

At the same time, the researcher emphasized that coping with stress is focused on 

survival as animals, and that people pay the price of overcoming stress to achieve what they 

consider to be great things. 

The transactional approach (R. S. Lazarus), which perceives the process of coping 

with stress as transactions, so the interplay between a person and the situation resulting in a 

new quality, i.e. the state of adaptation to stress, remains important for proper understanding 

of the concepts of stress management. The course of a stressful transaction or activity of a 

person focused on coping with stress is two-fold, on the level of concentration on the problem 

– problem management, and on the level of concentration on emotions – regulation of 

distress21. 

In a military environment, the consequence of the term Combat Stress is the adoption 

of the concept of controlling combat stress. The broadly defined ability determined by 

                                                 

20 Virginia Hill Rice, Handbook of Stress, Coping, and Health: Implications for Nursing Research, Theory, and 

Practice, SAGE Publications, 2012, pp. 26-27. 

21 Psychologia. Podręcznik akademicki, op. cit., pp. 705-706. 
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Combat Stress Control is seen as a decisive factor in winning or failing to resolve all human 

conflicts, including armed struggle. Stressors are an unquestionable fact on the battlefield, and 

soldiers have to face them. Controlled Combat Stress relies on providing soldiers with the 

necessary vigilance, strength and endurance to accomplish the designated mission, through 

properly planned training, maintaining the cohesion of the individual and effective leadership. 

Combat Stress Control results in easier acceptance of attitudes of loyalty, selflessness and 

heroism. Conversely, uncontrollable combat stress causes erratic or harmful behaviour that 

disrupts or impedes the mission of the unit. Uncontrolled combat stress can reduce combat 

capability and contribute to shameful acts, lead to disaster, and the effort of many soldiers 

focused on victory will turn into a failure22. 

The principles of the art of war, in the scope of conducting psychological activities 

using the phenomenon of stress, are aimed at evoking attitudes in the enemy associated 

primarily with the loss of their will to fight. Usually, both sides of an armed conflict try to 

achieve this goal, even accepting its strong mutual influence, in order to put more stress on 

the enemy. Therefore, it is not the reverse of building soldiers’ resistance to the destructive 

action of the battlefield environment over combat stress control23. 

Choosing the term “control” for the activity focused on coping with stress in a military 

environment is associated with the need to obtain a uniform and clear understanding of 

activities related to the issue of stress in military terms. The reason for which the concept of 

control rather than management applies is due to the necessity to emphasize the importance of 

actions taken by leaders who support medical and psychological personnel, as well as soldiers 

themselves in maintaining the level of stress at an acceptable level. However, this does not 

mean that the concepts of management and control are mutually exclusive, because, by 

definition, management is the exercise of control. Although in the common understanding, 

and especially in the military context, management has rather the connotations of a process 

carried out at a higher level, with a broad conceptual content, than direct, inspiring 

leadership24. 

As shown by scientific studies, also described in a less recent study, stress being a 

physiological and mental process aimed at coping with the uncertainty of changes and the 

                                                 

22 U.S. Army Field Manual (FM) 22-51, , p. 1-1. 

23 Ibidem. 

24 Ibidem. 
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perception of threat, is both unqualified and undesirable in combat situations as well as during 

training in peacetime25. 

Taking into account the above assumptions and the requirements for contemporary 

armed forces through the complex nature of the battlefield environment, resulting, among 

other things, from the concept of network-centric activities and the increasingly hybrid nature 

of armed conflicts, in which the use of stress is not a key element of the operation, the 

following goals of stress control can be distinguished when conducting combat operations26: 

 maintaining stress at an acceptable level for successful mission accomplishment and 

maintaining positive stress at an optimal level; 

 transforming negative stress into positive one and making it impossible to even 

temporarily introduce disturbances in the planned operation; 

 progressively increasing the tolerance of soldiers, as a result of which soldiers are able 

to function even under extended extreme stress which is impossible to be avoided in 

combat operations. 

 

The above requirements for counteracting the negative effects of stress in combat 

operations imply the need to define ways to control stress. As it is not difficult to notice, 

stress control is a comprehensive process, encompassing various aspects of the operation of 

armed forces, which is why it should be implemented in the same way as in other such 

processes. Therefore, the basic elements that include combat stress control can be included27: 

 monitoring the signs of stress and recognizing when and whether they change; these 

activities are effective before stress becomes destructive and cause dysfunction; 

 identifying and monitoring the causes of stress, determining what stressors cause it; 

 classifying stressors into those which can be controlled (increased, decreased, avoided, 

or otherwise changed) and those which we cannot control; 

 controlling those stressors whose intensity of impact is possible to change by targeting 

them in a desirable manner; 

 helping soldiers adapt to stressors that we cannot influence; 

                                                 

25 Ibidem. 

26 Ibidem. 

27 Ibidem. 
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 learning and teaching how to lower or increase the stress level of a single soldier 

depending on the needs arising from the current situation, the nature of tasks and time. 

The consistency of the above-mentioned analyses of the problems of combat stress 

control consists in defining the scope of activities related to it. As can be inferred, Combat 

Stress Control is more than just a few techniques to reduce stress, which the leader can learn 

from books or experts in the field of coping with stress and use them in a situation of intense 

negative stress. Combat Stress Control should be an element of activity in every sphere of the 

armed forces’ activity as a natural part of the three continuums of Army life: responsibility, 

location, and Army mission. Note that a weakness or gap anywhere in these three continuums 

can cause weaknesses, overloads, or breakdowns in other aspects of Army life28. 

Responsibility in the field of combat stress control extends from a single soldier 

through all levels of command. The consequence of this division of responsibility is29: 

 continuous awareness of soldiers and all leaders and commanders regarding the 

impact of stress on human life and its consistency for conducted combat 

operations through the systematic implementation of combat stress control 

training; 

 involvement of all direct commanders in the process of identifying threats, 

recognizing symptoms of stress and support in the event of the harmful effects 

of distress; 

 professional support of qualified personnel including: chaplains, medical 

personnel, and combat stress control/mental health personnel; 

 building a general awareness of the opportunities and threats associated with 

the impact of stress and a sense of shared responsibility for any complementary 

gaps and deficiencies noted in this area. 

Similarly, the responsibility for and the location of combat stress control activities 

extends through all areas of soldiers’ functioning and concerns: 

 from the area of conducting combat operations, disasters, duty in difficult 

conditions; 

 through the unit’s forward and rearward support areas; 

 to the unit’s home station; 

                                                 

28 Ibidem, p. 1-2. 

29 Ibidem. 
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 to the rear detachment; 

 to the family support group; 

 to army hospitals and medical centres. 

Activities related to combat stress control should also be continued outside the military 

area, which is why they are conducted by the Department of Veterans Affairs and other 

veterans organizations after the soldiers’ discharge, medical separation, or retirement. 

Preventive actions regarding the negative impact of stress and treatment of the effects of 

harmful stress should be actively supplemented everywhere where deficiencies are noticed in 

this area. Negligence related to combat stress control may contribute to the creation of 

additional stress as well as situations where it cannot be avoided. 

The control of combat stress applies to all types of military activity. For this reason, it 

should be taken into account during garrison training in peacetime, preparation for peace 

support operations, operations other than war and the time of armed conflict. The basic rules 

related to combat stress control should be used in every type of military operation. Given the 

progressive globalization process and the functioning of armed forces in international allied 

systems, many Army units have had their missions shift across a wide range of operations in a 

matter of weeks, sometimes with little advance warning. Individual soldiers, family members, 

unit leaders and staffs, chaplains, and medics (including mental health/combat stress control 

teams) must be involved and work together continuously. They must all together practice 

stress control against the frequent minor stressors and the occasional severe stressors of 

peacetime. This, and only this, enables them to be ready on short notice for the extreme 

stressors of war30. 

 

Types of stressors in the military 

A person, as an active being, during his life many times has to deal with various difficulties 

which are caused by different stressors. The internal process adapts to the circumstances that 

force a person to cope with stress, cause his concern and destroy his balance. Many people 

think that they have not any great ability to overcome high levels of stress. As already 

mentioned, the stimuli that cause stress are called stressors, which can be perceived by people 

as negative, but in fact there are also positive stressors. It is widely believed that stress has 

only negative connotations in influencing humans. However, positive events in our lives also 

                                                 

30 Ibidem. 
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cause stress. It is not difficult to imagine such situations as getting a job, starting a new job 

that you have dreamed of, a wedding, the birth of a child and the positive tension that 

accompanies it31. 

More frequent conscious perception of negative stressors is associated with the 

perception of unpleasant consequences that are better remembered. Positive stressors are 

characterized by the following features 32: 

 they are short-term events;  

 they feel very exciting;  

 they improve one’s attitude and performance;  

 they motivate people.  

Negative stressors include events related to the death of a loved one, unemployment, 

divorce, illness, etc. By analysing negative stressors, one can also distinguish a certain set of 

features allowing for their easier recognition:   

 they cause anxiety and make one worried; 

 even though they may be short, they can have long-term implications, 

 they decrease one’s productivity and lower morale. 

As research shows, there are also stimuli called neustress, which are indifferent to the 

human organisms and do not cause any reactions 33. 

Moving our considerations to the battlefield environment, we will discuss combat 

stressors. Combat stressors are any stressors occurring during the course of combat-related 

duties, whether due to enemy action or other sources. Combat duties do not necessarily 

involve being shot at and may be carried on even in “safe” areas far from the enemy. Many 

stressors in combat duties come from the soldier’s own unit, leaders, and mission demands. 

They may also come from the conflict between mission demands and the soldier’s home 

life34. 

The simplest classification of stressors includes their division into physical and 

mental, that is their distinction is based on the definition of the sphere of human life on which 

they interact. Physical stressors are those that directly affect the human body. They can come 

                                                 

31  Kassymova K., Kosherbayeva N., Nigel B. C. Cox R., Sangilbayev S. Ospan, Schachl J. Hans, Stress 

management op. cit, p. 48. 

32 Ibidem 

33 Ibidem. 

34 U.S. Army Field Manual (FM) 22-51, op. cit, p. 2-1. 
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from the external environment or are the result of the physical or physiological needs of the 

human body. In turn, mental stressors are considered to be those which are perceived by the 

brain as information without direct physical impact on the body. They influence one’s actions 

both through cognitive processes and the emotional system as feelings corresponding to them, 

such as anger or fear, reaching the brain. Often, reactions are triggered from both cognitive 

and emotional systems. Physical stressors evoke specific stress reflexes. For example, cold 

causes shivering and decreased blood flow to skin and extremities; heat causes sweating and 

increased blood flow to skin. These stress reflexes can maintain internal balance and comfort 

up to a point but then may be exceeded. The distinction, however, between physical and 

mental stressors is rarely clear cut35. 

Mental stressors can cause the same stress reflexes as some physical stressors; for 

example, reduced blood flow to skin, increased sweating, adrenaline release and pupil size. 

These reflexes can significantly increase or reduce the individual’s susceptibility to specific 

physical factors. Mental stressors are also likely to cause chemical changes in the brain36. 

Physical stressors are also mental stressors when they provide information to the brain 

that creates mental demands or poses a threat to well-being. Even if a physical stressor is not a 

threat to life and health, the discomfort, distraction and loss of performance it causes can be 

emotionally annoying. Therefore, physical stressors can induce non-specific arousal reflexes. 

Heat, cold, dehydration, toxic chemicals and other physical stressors can also directly affect 

brain functioning. As a result of the influence of physical stressors, weakness of perception 

and cognitive mental abilities may appear, thus increasing stress. Light, sound and anxiety can 

disturb your sleep. Information about light, noise, discomfort and anxiety can interfere with 

the sleep that is necessary to maintain brain efficiency and overall mental performance37. 

Combat and combat-related military missions can also impose combinations of heavy 

physical work, sleep loss dehydration, poor nutrition, severe noise, vibration, and blasts, 

exposure to heat, cold or wetness, poor hygiene facilities, and perhaps exposure to infectious 

diseases, toxic fumes or substances. These, in combination with other influences – such as 

concerns about problems back home – affect the ability to cope with the perception of danger 

and diminish the skills needed to accomplish the mission. Environmental stressors often play 

an important part in causing the adverse or disruptive combat stress reaction behaviours. The 

                                                 

35 Ibidem. 

36 Ibidem, p. 2-2. 

37 Ibidem. 
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leader must work to keep each Service member's perception of danger balanced by the sense 

that the unit has the means to prevail over it. The leader must keep himself and his unit 

working at the level of stress that sustains performance and confidence. When troops begin to 

lose confidence in themselves and their leader, adverse stress reactions are most likely to 

occur38. 

 

Behavioural stress symptoms in the military  

In medicine and psychology, the term symptom is used in the sense of a failure signal, a sign 

of something or some phenomenon. Often, symptom is also referred to as a group, a group of 

symptoms and signs appearing together. In the case of military operations conducted by 

soldiers, we will mean stressful behaviour in the military environment. 

The behaviours caused by stress that can be observed by other participants in a given 

system can relate to being on the move or remaining motionless, speaking or being 

speechless. The cause of a particular behaviour is to overcome or avoid a stressor, escape or 

adapt to it. Behaviour can thus reflect or relieve the tensions generated by the internal stress 

process. Any behaviour caused by stress can contribute to success, failure or have no impact 

on the situation. It can also deepen the influence of the stressor, as well as effectively 

eliminate it or cause another stressor39. 

The general classification of stress symptoms is related to the areas of its impact, i.e. 

physiological, behavioural and psychological. The physiological symptoms of stress can 

include the following40: 

 gain or loss of significant amounts of weight; 

 disorganized speech; 

 increase or decrease in appetite; 

 physical complaints without a medical cause, such as headache, stomach pains, 

etc.; 

 chronic fatigue; 

 constipation; 

 diarrhoea; 

                                                 

38 Ibidem. 

39 Ibidem, p. 2-1. 

40  K. Rita., Guidelines for Stress Management, Psychol Behav Sci Int J. 2017; 3(2): 555607. DOI: 

10.19080/PBSIJ.2017.03.555607 

http://dx.doi.org/10.19080/PBSIJ.2017.03.555607
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 neck cramps; 

 excessive sweating; 

 increased heart rate and blood pressure. 

Behavioural Symptoms:  

 frequent violent outbursts; 

 inattentiveness or inability to focus on a specific topic in a conversation or 

activity; 

 excessive alcohol or drug use; 

 social isolation, withdrawal, lethargy; 

 expression of feelings of persecution, strong mistrust of others; 

 frequent class absence or disappearance over extended periods; 

 abrupt change in manner, style, or personal hygiene; 

 change in the sleeping habit; 

 self-injury or suicidal tendency; 

 unusual ritualistic or repetitive behaviour (in extreme case Obsessive 

Compulsive Disorder); 

 lack of assertiveness; 

 increased turnover; 

 increased absenteeism and burnout. 

Psychological symptoms:  

 experiencing psychological exhaustion; 

 depression; 

 anxiety; 

 dissatisfaction with interpersonal relationship; 

 restlessness and irritability; 

 procrastination; 

 boredom; 

 expression of irrational fears (in extreme case phobia). 

All the above-mentioned symptoms can also affect soldiers during the battle. An 

experienced commander understands that much more often on the battlefield the defeat occurs 

in a dynamic and immediate manner than a gradual one. Therefore, leaders, commanders, 

staff members and supporting staff must be aware of the symptoms of stress which in reality 
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will be subtle indicators of fatigue, fear, reduced discipline and morale for them. After 

noticing any of the symptoms, they must take preventive measures so that the symptoms do 

not accumulate, as a result of which a unit may seriously weaken its combat capability. It 

should be remembered that the long-term impact of stress on combat troops may result in a 

drastic drop in efficiency and performance regardless of the amount of physical losses. 

A unit may lose the ability to continue fighting if the resources of soldiers necessary to 

perform specific tasks are exhausted, which may indicate the following symptoms: 

 vigilance deteriorates; 

 determinations and calculations become inaccurate; 

 reports become faulty; 

 decisions become slow and inaccurate; 

 orders are misunderstood/forgotten; 

 weapons are misused/underused; 

 maintenance and preplanning are forgotten; 

 motivation to perform duties decreases; 

 leaders’ effectiveness decreases; 

 training becomes ineffective. 

The decrease in the soldiers’ performance means the loss of a part of their normal 

effectiveness. This may be due to prolonged action in the form of increased physical effort 

and the associated excessive stress. The level of soldiers’ performance is directly related to 

combat capability. If the efficiency is at 50%, it should be assumed that the combat capability 

of the unit is also at 50% regardless of whether the unit is at full strength or not. As individual 

and unit capabilities fall, battle fatigue may contribute not only to more battle fatigue 

casualties, but also to higher rates of wounds and disease and nonbattle injuries. 

In counteracting the negative impact of stress on the abilities of soldiers in the 

conditions of combat operations, leaders play the most important role. Their social 

competencies and courage are crucial to success in operations across the full range of 

conflicts. The chaos accompanying the conduct of combat operations on the contemporary 

comprehensive battlefield requires leaders to show initiative as well as attention to the 

cohesion of units and the psychological and physical preparation of the soldiers they lead. Just 

as for the combat units just introduced, it is very important to win during the first battle, so for 

the entire operation sustaining combat capability is crucial to its success. In combat 

operations, the harmful effect of combat stress is inevitable, therefore it is more important that 
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leaders organize appropriate support and take remedial measures. Soldiers who have suffered 

as a result of the negative impact of combat stress can be excluded from combat for a time, 

undergo treatment and after a short period of absence can return to their units. The responsible 

leader will closely follow the behaviour of his subordinates in order to react in time and, if 

possible, prevent such a situation. Particularly important is the interest of leaders during 

operations other than war, because then soldiers are particularly exposed to the influence of 

the opponent and the battlefield environment for distress. The most common behaviours, 

which, due to the impact of considerable stress, will be displayed by soldiers are drug and 

alcohol abuse, violations of military discipline and even criminal acts. To avoid such cases, a 

strong and responsible leadership model is needed. Of course, all the activities undertaken by 

leaders should be implemented as part of sanctioned procedures in cooperation with medical 

personnel and supporting staff41. 

The reaction to stress in combat depends on its intensity, and the degree of adaptation 

of the organism evokes so-called positive combat stress behaviours. An example of positive 

behaviour associated with combat stress may include a strong personal bond between soldiers 

fighting with pride and self-identification which they develop along with the history and 

mission of the unit (unit esprit). It is then that a unit cohesion is built – the binding force that 

keeps soldiers together, and which allows the mission to be carried out despite danger and 

death. The most positive behaviours associated with the impact of stress on the battlefield 

include acts of extreme courage and actions of almost unbelievable strength. In some cases, 

there is even deliberate self-sacrifice. Positive behaviours related to stress in combat can be 

obtained owing to sound military training (exercises), reasonable personnel policy and good 

leadership. As a result of such preparation, soldiers are willing to perform tasks that will be 

rewarded with the highest honours42. 

Behaviours resulting from the harmful effects of stress, including those that constitute 

a violation of military regulations, serious violations of the code of honour as well as 

violations related to non-compliance with international humanitarian law are examples of 

Misconduct Stress Behaviours. Such behaviours occur in connection with poor training and 

poor discipline. Extreme combat stress can make even heroic soldiers display such 

behaviours. 

                                                 

41 op. cit., p. 1-6. 

42 Ibidem. 
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Misconduct Stress Behaviours include minor breaches of unit orders or regulations as 

well as serious violations of military law and other regulations. As improper stress 

behaviours, they are most often committed by poorly trained, undisciplined soldiers. They 

can, however, be committed by good, even heroic soldiers under extreme combat stress. 

Misconduct Stress Behaviours can be prevented by stress control measures, but when serious 

misconduct occurs, such behaviour must be punished to prevent further erosion of discipline. 

Combat stress, even with heroic combat achievements, cannot justify inappropriate 

behaviour43. 

Regardless of the level of discipline and the ability to perform heroic deeds, each 

soldier is potentially exposed to battle fatigue, which is also called combat stress reaction. 

These are normal, typical signs of combat fatigue. Military leaders should carefully observe 

soldiers and respond quickly and adequately to the situation and behaviour. That is why, it is 

important that they are well-prepared for this and are able to properly recognise the symptoms 

of such behaviours. Proper and timely reaction of the commander or supporting personnel can 

effectively prevent potential damage to the soldier and other people or the entire mission. 

However, if the situation requires it, the soldier should be directed to a medical treatment 

centre to rule out other physical or mental illness. On the other hand, if the symptoms of 

combat fatigue persist and the soldier is not able to perform his duties reliably, then medical 

facilities, such as the point of order and specialized stress control teams, can provide 

corrective treatment. At this point, the soldier is a victim of combat fatigue. In such cases, 

quick treatment near the soldier’s unit ensures the best possible option for returning the 

soldier to duty44. 

The most severe psycho-traumatic adverse effect of combat stress on the health of 

soldiers is called Post-Traumatic Stress Disorder (PTSD). Studies that have shown PTSD 

cases confirm the hypothesis that combat service is associated with mental health problems 

and that this mechanism is driven by potentially life-threatening cases experienced during 

missions in combat zones. In particular, as confirmed by research, frequent shooting, wounds 

or enemy injuries and seeing the death or wounding of a coalition/ally or non-combatant are 

associated with a significant increase in the risk of suicidal thoughts and PTSD45. 

                                                 

43 Ibidem. 

44 Ibidem, p. 2-12. 

45 R. Cesur, J. J. Sabia, E. Tekin, The Psychological Costs of War: Military Combat and Mental Health, IZA 

Discussion Paper No. 5615, Bonn 2011, pp. 1-6, 22. 
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It can therefore be assumed that PTSD is a mental or physical condition caused by the 

action of external factors that are truly health- and life-threatening, leading to profound and 

long-lasting changes in human functioning, which are expressed in somatic and mental 

disorders characterized by the occurrence of three groups of symptoms: continuous 

experiencing of the traumatic event, avoiding stimuli associated with the trauma and general 

numbness, maintaining the state of increased arousal, and having their significant 

consequences in the functioning of a human being in the social or professional sphere46. 

It can be said that post-traumatic stress disorder is a normal reaction after experiencing 

extremely abnormal and painful events. The symptoms of post-traumatic stress, as in the case 

of combat fatigue, appear on two levels – normal and common. These symptoms are not 

unambiguous symptoms of a harmful post-traumatic syndrome and it is not possible to 

classify people as suffering from PTSD in such a simplified way. After each negative event, 

we may feel fear, anxiety or have painful memories. These feelings may be accompanied by 

nervousness, high emotional arousal, guilt, mistakes, failure to fulfil one’s duties or repeated 

unpleasant dreams. These symptoms should be combined with PTSD only when the pain 

promoted by the memories forces the person to suppress traumatic events from memory, 

denying them, and causes an escape into alcohol abuse, narcissism, excessive social isolation, 

i.e. causes such states and behaviours that interfere with one’s life and professional goals47. 

And it is not often difficult to notice that Post-Traumatic Stress Disorder follows 

Misconduct Stress Behaviours. It may occur in: 

 the victims of others’ misconduct; 

 those who committed misconduct under stress and are haunted by guilt later; 

 those who were passive or reluctant participants; 

 those who simply observed severe misconduct and its human consequences; 

 those who were involved as rescuers or care givers. 

It should also be remembered that exposure to post-traumatic stress disorder also 

applies to people who, during an operation, showed positive combat stress behaviour. What is 

more, people who showed incredible courage or heroism may also feel regret or guilty about 

                                                 

46  B. Zawadzki, J. Strelau, Zaburzenia pourazowe jako następstwo kataklizmu, Kwartalnik Nauka, Polska 

Akademia Nauk, 2008, nr 2, pp. 47-48. 

47 Ibidem, p. 2-13. 
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saving them while others fell or suffered heavily, or have recurrent memories of fatalities they 

had to kill during the battle48. 

 

Summing up the above considerations, it can be concluded that, as in other areas of 

human activity, also in the military environment there is a phenomenon of stress, which is an 

indispensable element of human existence. The similarity in the area of stress management 

issues also applies to the types of stress, which in the general classification can be divided 

into positive, negative and neutral stress. The positive impact of stress in combat situations is 

related to the presence of stressors stimulating soldiers and their commanders to rational 

behaviour on the battlefield, providing the desired level of mental concentration and proper 

assessment of the situation, maintaining the correct pace of thought processes and maintaining 

the right level of internal motivation. Therefore, the process of stress management in combat 

conditions consists of using stimuli and stressors to increase the efficiency of action and 

control of combat stress in order to limit its negative impact on both cognitive processes and 

behaviour on the battlefield. 

 

PART TWO:  STRESS MANAGEMENT AND RELAXATION TECHNIQUES IN 

THEORY 

Factors that impact stress 

The above information indicates that stress affects many aspects of human life. Therefore, it is 

easy to predict that factors influencing stress will also be varied; moreover, they will depend 

on the elements that make up the situation of human activity, that is other people and objects 

that surround the person and his personal physiological and mental state. 

Taking into account the different criteria for identifying factors affecting the 

occurrence of stress, the following types of potential factors of stress can be indicated49: 

a. Environmental factors:  

 Economic uncertainty (contractual job) 

 Political uncertainty (political change) 

 Technological change (technological innovation) 

b. Organizational factors:  

 Task demands (task variety, working conditions and working hours)  

                                                 

48 Ibidem. 

49 K. Rita, Guidelines for Stress Management, op. cit., p. 1-2. 
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 Role demands (role ambiguity, role overload and role conflict) 

 Interpersonal relationship (lack of social support from colleagues, sexual 

harassment, bullying etc.) 

c. Personal factors:  

 Family problems (marital problems, breaking of an intimate relationship, 

death of nearest and dearest one’s in the family) 

 Economic problems 

 Personality 

All of the above-mentioned potential factors affecting stress can be found in the reality 

of the battlefield. In addition, the specificity of the battlefield environment creates special 

conditions among which one can indicate the three most important ones: 

 High-Tech Battlefield 

 Effects of Battle 

 Task Performance 

Modern researchers of military problems have predicted what the future of high-tech 

battlefield will entail. This was demonstrated in the recent past in the confrontation of the 

world with Iraq in connection with their occupation of Kuwait. Given the current situation in 

the world, such future battles are not unthinkable. The unprecedented devastating impact of 

battlefield in the 21st century will require even more attention when preparing soldiers, crews 

and leaders to fight. The soldier will face many challenges on high-tech battlefields, such as 

the following50: 

 Challenge of Isolation. The first challenge is insolation. Units can experience 

periods of combat in which forces are mixed up and communication lines are 

broken. Units will experience a sense of uncertainty and helplessness from the 

unpredictable strikes of long-range weapon systems. To make matters worse, 

these strikes can be inflicted by one’s own forces in the chaos of battle. Certain 

use of smoke and obscurants will limit the visibility of soldiers, promoting a 

sense of separation, abandonment and vulnerability. 

 Challenge of Higher Rates of Casualties from Conventional, Nuclear, 

Biological, and Chemical Weapons/Agents. The increased rate of destruction 

of potential future weapon has both physical and psychological effects. Loss of 

                                                 

50 Ibidem, p. 1-6. 
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40 to 60 percent of an entire unit in a few minutes or hours may leave other 

soldiers unable to fight. The quick and terrible death of their comrades and 

leaders can have a distinct and detrimental effect on the unit’s mental stability. 

Surviving soldiers will have to prepare to overcome the experience of mass 

human destruction. They will have to be trained to take over from the lost and 

transform units that can continue to fight. 

 Challenge of Human-Technological Imbalance. The emergence of new 

technologies has significantly increased the range of weapons, shortened 

reaction time and changed the conditions in which battles take place. This new 

technology can potentially exceed the capabilities of crews to fight: 

 All-weather, day-and-night capable vehicles which can work for a long 

time without replenishment are limited only by the need of the crew to 

sleep. 

 High probability of killing, direct fire systems will be degraded over time 

by the stress and fatigue of people who aim those weapons.  

 Enhanced sensors and longer range weapons can exceed the capabilities of 

a tactical headquarters to plan and conduct battles fought over expanded 

areas of operations. 

 Short engagement times and the increased lethality of new weapons could 

overwhelm the ability of staffs to control and coordinate the entire battle. 

Soldiers, leaders and staff will encounter problems associated with reduced 

effectiveness during a long battle. These conditions will neutralize the 

potential gains of new war technologies and force a new approach to the 

preparation and employment of soldiers, leaders and staffs. 

 Challenge of the Mental Rigours of Combat. Armies must initiate training 

programmes to help soldiers prepare for the psychological rigours of combat. 

This is extremely important because the potentially catastrophic effect of 

combat stress in future warfare becomes obvious. The armed forces that do 

this best will have a decisive advantage in every war. Future combat will 

strain human endurance to unprecedented levels. If these challenges remain 

unchecked by the poor mental and physical conditioning of soldiers, they can 

lead to the catastrophic failure of entire units. Not taking into account human 

factors in the conditions of increased mortality and uncertainty may make the 



Stress Management 

 

  
28 

 

  

national concept of war irrelevant. With the miniaturization and proliferation 

of high-tech (or even nuclear, biological and chemical [NBC]) weapons, this 

can be as true in operations other than war (conflict) as in war. 

The impact of stress on the performance of tasks is similar to other types of human 

activity. It should remain at the appropriate level so that it is done at the right time and with 

the desired effect. 

Stress is an internal process that probably evolves because it helps the individual to 

function better, stay alive, and deal effectively with stressors. However, there is an optimal 

range of arousal (or motivation or stress) for a given task. If there is too little arousal, the job 

is done accidentally or not at all, because the person is easily distracted, makes mistakes of 

omission or falls asleep. If arousal becomes too intense, the individual may be too distractible 

or too focused on one aspect of the task. He may have difficulty with good motor 

coordination and distinguishing when and how to act. If the person is not familiar with his 

own stress reflexes and perceives them as dangerous (or overpowering, or as a threat to self-

esteem), stress alone can become a stressor and increase itself. With extreme arousal, the 

person may freeze (become immobile or petrified due to fear). Alternately, he may be agitated 

and run away in confused panic. If stress persists too long, it can cause a physical and mental 

illness. Extreme stress with hopelessness can even lead to rapid death, either due to the 

excessive stimulation of the sympathetic nervous system (such as stroke or heart attack) or 

because of sympathetic nervous system shutdown (and not just exhaustion). The person who 

is giving up can literally stop his heartbeat51. 

The original goal of the stress response was to keep the person alive. The military 

requirement for the stress process is different. It is to keep the soldier in this area of 

physiological, emotional and cognitive mobilization that will allow him to best accomplish 

the military mission, regardless of whether it contributes to individual survival or not. This 

optimal stress range depends on the task. Tasks that require heavy but high muscular effort 

are best performed at a high level of arousal. Tasks that require precise muscle coordination 

and clear thinking (e.g. walking on the jungle trail or distinguishing subtle differences 

between friendly and hostile targets in a night-vision viewfinder) or requiring inhibiting 

action (e.g. ambush) will be disrupted unless the stress process is exactly adapted. If the stress 
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process allows too much or too little arousal or if arousal does not decrease when it is no 

longer needed, stress becomes harmful52. 

 

Tools for stress management 

Combating Against Stress Individual Approaches: An employee may take the responsibility 

for reducing his/her own stress level53: 

 Effective time management strategy: Making to-do lists, prioritizing activities 

by importance, scheduling activities according to priorities and learning to say 

“No”, etc. 

 Stick to a healthy diet: Healthy diet helps to maintain healthy body and thereby 

minimizing the level of stress. 

 Physical exercise: Aerobics, jogging, swimming, etc.  

 Relaxation techniques: Meditation, biofeedback, yoga, etc.  

Organizational Approaches: Organizational strategies to reduce the level of stress 

among employees54: 

 SMART goal setting: Helping employees to set SMART (Specific, 

Measurable, Attainable, Realistic and Time bound) goals. 

 Flexi-time: Allowing workers to start or end the workday earlier or later as per 

their convenience. It may reduce the stress of commuting in rush hour traffic 

and mostly applicable for working parents especially working mothers.  

 Work from home (WFH): Working from home provides employees more 

control over how they do their work and helps employees to better manage 

work-life balance.  

 Redesigning jobs: Giving more responsibility, meaningful job and autonomy to 

employees.  

 Increasing employee involvement in decision-making.  

 Creating support group: It may include colleagues at work, managers and other 

members at work. Individual in stress gets an opportunity to share his/her 
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stressful experiences with other members of support group and thereby 

reducing the level of stress.  

 Wellness programs: Organizing workshop on stress management, conflict 

management, quit smoking and alcohol, regular exercise programmes, etc.  

 Introducing a Gamified Workplace to the employees: Gamified workplaces can 

be defined as organizations that use gamification principles to transform some 

of their work processes into a game-like experience for the employees. The 

long-term goal of a gamified workplace is to increase wellbeing at the 

organizational level (i.e. work satisfaction). 

 Music Therapy: Music is successfully used as a technique of stress reduction. 

Music is often successfully used in combination with other stress reduction 

techniques.  

 Employee Assistance Programmes (EAPs): EAPs include health insurance 

plan, compensation claims and counselling benefits. 

 Healthcare advocacy: Offering personalized healthcare benefits, such as 

helping to resolve medical bills and interacting with insurance agents may help 

employees to reduce worry and stay focused on their job. 

Stress can make an individual productive and constructive when it is well managed. 

The effect of stress is detrimental when it is beyond control. Positive attitude and relaxation 

therapy will be helpful to deal with stress effectively. Stress can be minimized if companies 

take the right steps. Stress-free employees perform better, work harder, feel happier and have 

a long term commitment to the organization. Having broader perspective of life will definitely 

change the perception of stress. Let us hope that we will be successful in making distress into 

eustress for our healthy lifestyle as well as organizational well-being55. 

The role of a counsellor to overcome the level of stress. When the problems faced by 

employees are severe, consultation with a trained person is needed. It is always a good idea to 

consult with counsellors who might be able to give feedback and suggestions for overcoming 

the stress level. Active listening: The first, crucial step is listening to what the client has to 

say. Active listening allows the general practitioner to clarify the nature of the patient’s 
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concerns, and may allow patients to see more clearly the nature of their problems and devise 

their own strategies for dealing with problems56. 

After having clear idea about the problem, the counsellor decides the mode of 

treatment. Common treatments are as follows57:  

 Progressive muscular relaxation is a key element in stress management.  

 Biofeedback involves the measurement of physiological responses (for 

example by electromyograph and galvanic skin response) and immediate 

feedback to the individual. The aim is to enhance awareness of the 

physiological changes that may accompany stress, so that the individual can 

develop greater control over these changes via techniques such as muscle 

relaxation. 

 Cognitive restructuring includes thought reframing. It encourages the person to 

logically think through the stressful event. 

 Relaxation and meditation techniques to reduce stress levels. 

Coping with stress – selected issues for leaders  

Usually, for many of us, relaxing means ending up in front of the TV at the end of the day or 

wrenching extra sleep over the weekend. Unfortunately, this does not help to reduce the 

harmful effects of stress on the mind and body, in particular if it is the stress of battlefield. It 

is nothing new to say that staying fit requires more than physical strength – it requires a 

comprehensive approach that focuses on the mind, body and spirit working together. To 

effectively combat stress, we must activate the body’s natural relaxation response. According 

to the book “Combat Stress Injury: Theory, Research, and Management”, the leader can 

reduce stress by practicing relaxation techniques, including deep breathing, visualization, 

meditation and yoga, or performing rhythmic exercises, such as running, cycling or walking. 

In order to effectively combat stress, we must activate the body’s natural relaxing response58. 

It means that if the leader wants to find ways to decrease stress, he has to match these 

activities to his lifestyle, which can help him reduce the negative impact of stress and increase 

energy and mood. Those activities will also help him stay focused in the face of opponents 

and unexpected events in military and civilian environments. As we read in the above-

                                                 

56 Ibidem 

57 Ibidem p. 3. 

58 Combat Stress Injury: Theory, Research, and Management, edited by  Figley R.Charles, Nash P.William,  

New York, USA 2007, p. 47. 



Stress Management 

 

  
32 

 

  

mentioned book, “Used on their own or as a supplement to your provider’s clinical care, 

mind and body practices may reduce the severity of combat stress, relax your mind, assist in 

your recovery, build resilience and help you maintain a healthy lifestyle.”59 

In the military publication “Leaders’ manual for combat stress control”, we can read 

that a variety of different relaxation techniques can help restore balance in the nervous system 

by triggering a relaxation reaction60. This means that relaxation is not about lying on the 

couch and watching TV, sleeping long also during the day or resting permanently. It is a 

mentally active process that leaves the body relaxed, calm and focused, as result of which, to 

effectively combat stress, we must activate the body’s natural relaxation response. 

A good leader should be able to use techniques that reduce stress, including deep 

breathing, visualization, meditation and yoga, or performing rhythmic exercises, such as 

running, cycling, or walking. Appropriate and systematic application of these techniques will 

help to reduce the negative impact of stress and increase leaders’ energy and mood. In 

addition, the implementation of those techniques in military life will also help leaders to keep 

calm in the face of enemies and unexpected life events, including those that occur in 

extremely dangerous situations like battle and death. 

As noted in the first chapter, stress is essential to life. We need it for creativity, 

learning and survival. Stress is harmful only when it becomes overwhelming and breaks the 

healthy balance. This is a challenge for effective leaders who in difficult situations must 

remain balanced. When as a result of strong external stimuli the commander loses his mental 

balance and vital force, relaxation techniques can restore him to the state of balance by calling 

a relaxation response, which means returning to the state before the threat61. 

Continuing to reflect on how to deal with difficult situations, a preliminary 

interpretation of a stress situation should be made. A key role in managing stress levels is 

played the ability to assess any given situation. Incentives, facts and situations that happen to 

us are inherently neutral. We give them some value by interpreting and evaluating them. In 

the book, How to overcome stress, its author Volker Friebel proposed a division of stressors 

as presented below62: 

                                                 

59 Ibidem, p.48. 

60 Leaders' manual for combat stress control, Headquarters Department Of the Army Washington, DC, 29 

September 1994, pp. 25-26. 

61 Combat Stress Injury: Theory…, op.cit., p. 50. 

62 V. Friebel, Jak pokonać stres, Wydawnictwo Interspar, Warszawa 2004., p.16. 
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Figure 1. Division of stressors 

 

Source: Friebel Dr V., Jak pokonać stres, Wydawnictwo Interspar, Warszawa 2004, p.16. 

It is important that the optimal intensity of stress (stimulus) is appropriate to our 

capabilities and efficiency of the body, which is why it is so important to correctly identify 

the source of its origin. Only by knowing what has caused stress, we can tailor strategies to 

cope with its source. 

In another book on dealing with stress, Stress does not have to be your enemy, one can 

read that external stressors can be reduced and avoided, and we can develop our own working 

skills in stress situations. We have an indirect influence on their occurrence and intensity. 

Internal stressors are nothing more than our emotions resulting from the interpretation of the 

existing situations63. 

One of the examples of coping with stress may be your inability to attend a briefing 

with your supervisor. For example, when we are driving to a briefing with our commander, 

we suddenly encounter a traffic jam. We have no influence on its appearance and we do not 

know what has caused it. How can you deal with this situation? One of the solutions is to 

phone a person who might replace you at this meeting, for instance your deputy or another 

competent person from your platoon or company64. However, making sure your decision to 

appoint another person to participate in this meeting and whether given tasks will be carried 

out sufficiently well will depend on the answers to the following questions65: 

                                                 

63 F. Żurakowski, Stres nie musi być twoim wrogiem, Amber, Warszawa 2002, p. 4. 

64 M. Davis, Eshelman R., McKay M., Jak zwalczyć stres i osiągnąć pełen relaks? – Trening, Wydawnictwo 

Helion, Gliwice 2007, p. 33. 

65 See more: Ibidem, p. 5. 
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 Has the person already participated in such meetings? 

 Is he familiar with the topic he will be presenting?  

 Is he assertive and self-confident? 

 Does he know the purpose of the meeting?  

 Can I trust him? 

 Is the meeting an element of achieving a broader goal? For example, it 

concerns the development strategy for my company/platoon. 

 Can my replacement be in control of his emotions while presenting my goals 

during the briefing? 

 Does he have a good relationship with the people at the meeting? 

 Can he cope with a difficult situation? 

 Does he know the strategic objectives of our company? 

 Can he find many possible solutions? 

 Can he defend himself when someone pushes his limits? 

 Will he manage when he fails to achieve his goal? 

 Can he distance himself from things and look at them from many perspectives? 

To sum up, the specific methods used for particular stressful situations depend on what 

causes stress. In general, two such areas can be identified: 

Prevention: Shaping your own resistance to future stress through experience and 

knowledge, building your own assertive and conscious attitude, self-confidence and 

acceptance, living in accordance with your own values, clearly defined goals, positive attitude 

and conscious management of emotions, good relations with people in the environment in 

which we operate. 

Finding solutions: These are measures to remedy this situation. They include the 

ability to find solutions, creativity in crisis situations, coping with frustration, experience with 

similar situations, the ability to gain support and resources, knowledge of methods to reduce 

tension and relaxation, ways to build inner peace and distance to matters66. 

A key role in managing stress levels is played by the ability to assess the situation. 

Incentives, facts, situations that happen to us are inherently neutral. We give them value by 

interpreting and evaluating them. The easiest way to illustrate this is to use the example of a 

personality profile, in which we distinguish the so-called unlucky and lucky ones67. 

In the book, How to overcome stress, one can read that people with a negative attitude 

to the situation ask themselves unconstructive questions and focus on the causes of past 

                                                 

66 B. Figlarska-Religa, Jak panować nas emocjami i panować nad własnym światem, Ravi, Łódź 2005, p. 9. 

67 V. Friebel, Jak pokonać stres, Wydawnictwo INTERSPAR, Warszawa 2004, p. 25. 
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events outside their sphere of influence. On the other hand, people with a positive attitude ask 

themselves constructive questions and focus on the future and possible solutions68. 

Examples of unconstructive questions:  

 Why did it happen to me? 

or  

 Why did I experience such injustice? 

The above questions can be described as psychological alibi. People asking themselves 

the above questions look for reasons and justifications for which they are in such a situation. 

Examples of constructive questions: 

 What are the benefits of this situation? 

 What solutions will I use? 

 How can I use it now and in the future? 

 What have I learnt from this event? 

According to the above questions, we see that successful people – like effective 

leaders – look for ways and solutions for the future and avoid barriers. 

 

Time management 

Nowadays, the most common stressor is a shortage of time. It is nothing new to say that time 

is the only resource that we cannot multiply. We can only delegate tasks to others, dealing 

with other matters ourselves. Therefore, an important advantage of a competent leader is 

effective time management. 

One of the time management techniques is the SWOT analysis. This method uses a 

simple classification scheme, dividing all the factors affecting current and future situations 

depending on their place of origin – internal and external – and according to their influence 

method – positive and negative69. Figure 2 shows the intersection of these two criteria and the  

resulting four groups of factors. 

 

 

 

 

 

 

                                                 

68 Ibidem, p. 26. 

69 B. C. McRae, Praktyczne gospodarowanie czasem, M&A Communication, Lublin 1994, p.17. 
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Figure 2. SWOT analysis (a sample table to be filled in) 

INTERNAL EXTERNAL 

Strengths 

(positive) 

Weaknesses 

(negative) 

Opportunities 

(positive) 

Threats 

(negative) 

Internal factors that 

are favourable for 

achieving your 

organization’s 

objectives. 

Internal factors that 

are unfavourable for 

achieving your 

organization’s 

objectives.  

External factors that 

are favourable for 

achieving your 

organization’s 

objectives. 

External factors that 

are unfavourable for 

achieving your 

organization’s 

objectives. 

Source: Own elaboration based on the Internet https://www.edrawsoft.com/swot-analysis-example.php, 

15.09.2018. 

Another technique used in time management is a goal setting method called 

“SMART”. The ability to define goals allows leaders to take the shortest path to what they 

want to achieve. Figure 3 presents the SMART analysis. 

Figure 3. SMART methodology of goals 

Source: Internet https://www.mindtools.com/pages/article/smart-goals.htm, 18.09.2018. 

 

Once we determine what we want to achieve and when, the next step is to draw up a 

plan detailing how to achieve it. In accordance with stress management terminology, we 

usually divide the whole period of work on a specific project into smaller periods. Usually we 

write down operational goals – we write down what exactly we will be doing and with the use 

S Specific – detailed, 

concrete, not general 
 What do I want to accomplish? 

 Why is this goal important? 

 Who is involved? 

 Where is it located? 

 Which resources or limits are involved? 

M Measurable  How much? 

 How many? 

 How will I know when it is accomplished? 

A Acceptable  How can I accomplish this goal? 

 How realistic is the goal, based on other constraints, such as 

financial factors? 

R Realistic – really  

achievable 
 Does this seem worthwhile? 

 Is this the right time? 

 Does this match our other efforts/needs? 

 Am I the right person to reach this goal? 

 Is it applicable in the current socio-economic environment? 

T Timely defined  When? 

 What can I do six months from now? 

 What can I do six weeks from now? 

 What can I do today? 
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of what resources we will be doing it70. Effective leaders should plan according to the periods 

shown below in Figure 4. 

Figure 4. Planning periods 

Long-term objectives         3-5 years (or more)          Multiannual plans 

Medium-term objectives 1-3 years Annual plans 

Short-term objectives 3 months - 1 year Quarterly plans 

Current objectives 1 week - 3 months weekly/monthly plans 

Source: Own study based on Tracy B., Zarządzanie czasem, Muza S.A., Warszawa 2009, p. 9. 

 

Another common method of planning time is the Pareto method. According to his 

observations, 20% of the time spent corresponds to 80% of the results obtained, and 

conversely, 80% of the time spent on tasks corresponds to only 20% of our results. In general, 

the following conclusion can be formulated: 80% of the results correspond to 20% of the 

outlays – which means that a smaller part of outlays generates a larger part of results. The 

Pareto ideology is presented in Figure 5. 

 

 

 

 

 

 

 

 

 

                                                 

70 B. Tracy, Zarządzanie czasem, Muza S.A., Warszawa 2009, p. 9. 
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Figure 5. Pareto method 

 

Source: Own study based on the Internet: https://www.system-kanban.pl/definicja/diagram-pareto/, 18.09.2018. 

Another rule of reducing stress situations is the effective key time management 

principle called task delegation. Any leader should know how to delegate tasks. One of the 

most effective and efficient ways to achieve this is to delegate operational tasks to someone 

who is equally capable of performing them. 

The delegation rule – How to delegate tasks71: 

 WHAT needs to be done? (Goals) – Identify the task; 

 WHO is to do it? (Person) – Find a suitable person; 

 WHY is it that person? (Motivation) – Assign the task; 

 HOW to do it? (Method) – Train the employee; 

 WHEN should it be done? (Time limit for completion) – Control and give 

credit. 

The benefits of delegating tasks72: 

 It helps to relieve commanders and staffs and gain time for important tasks; 

 It helps to make use of the expertise and experience of co-workers; 

 It gives leaders more time to focus on the tasks that are of higher value to the 

organization; 

 It allows leaders to develop the skills of one of the team by expanding their 

experience in this area; 

 It offers someone with a fresh view of the task and provides the chance to 

obtain a more innovative solution from mine. 

                                                 

71 D. Fontana, Zarządzanie czasem, PWN, Warszawa 1999, p. 35. 

72  Ibidem, p.39. or see more Internet: https://www.stakeholdermap.com/project-management/how-to-

delegate.html, 10.10.2018. 
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An important threat to the functioning of any organization (platoon/company) is 

wasting time by its leaders, which can be caused by a number of factors such as the 

following73: 

 No specific objectives; 

 No priorities – doing many things at once; 

 No plans and schedules of the day; 

 A cluttered desk. 

 Frequent phones calls and emails; 

 Postponement of tasks; 

 Frequent meetings and briefings; 

 Unclear communication with others; 

 No delegation of tasks to other people; 

 No self-discipline; 

 Indecisiveness; 

 Haste; 

 Inability to say “no”; 

 Abandoning the tasks that have already been started. 

Effective leadership requires efficient control of the effects of the decisions made. It 

consists in monitoring how the tasks are being performed in order to detect excessive or 

unexpected deviations from the applicable standards and to correct them, as well as 

controlling the correctness of own decisions. To summarize the work or after completing the 

task, the leader should start the process of control, which should be carried out in accordance 

with the following points: 

 Are the tasks performed beneficial? 

 Are the tasks performed necessary? 

 Is the order of priorities set? 

 Are the tasks carried out within the agreed time? 

 Are the tasks delegated? 

 Are small tasks combined into blocks? 

 Have the tasks been optimised as much as possible? 

 Have disturbances and time thieves been eliminated? 

An effective leader should have the ability of critical analysis and self-control in 

achieving results, which can be carried out in accordance with the following sample 

questions: 

critical analysis questions74: 

                                                 

73 B. Dworakowska, Jak wykorzystywać czas?, WSiP, Warszawa 2008, p. 47. 
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 Which of the assumed tasks/objectives have been completed? 

 What results have been achieved? 

 What has not been settled and why? 

 What was the time wasted on? 

 What should therefore be taken into account when planning the next period 

(day, week, month)? 

self-control questions75: 

 What has reduced my performance? 

 What benefits have I brought to my environment today?  

 What details have I spent too much time on today? 

 What does the environment require of me? 

 How would I rate myself from the point of view of my subordinate, colleague 

or superior? 

 What actions can I give up? 

 What have I learnt today? 

 What new ideas have I noticed or developed? 

 What has my satisfaction been like today? 

 To what extent has today brought me closer to achieving my goals? 

 Is there anything pleasant or effective that I can still do today? 

A competent leader should look for solutions that will allow him to manage time 

efficiently, which can be helped by the following guidelines – How do I get extra time? 76: 

 Perform priority tasks first – this is the basis for all work; 

 Take care of what is really important; 

 Group tasks – perform similar activities at the same time, e. g. several phone 

calls, or bulk faxes or copies; 

 Deliberately set a quiet hour when you need to focus and you do not answer 

calls or meet anyone; plan to arrange phone calls for the next hour; 

 Set time limits: determine how long you will work on a particular task and by 

what time you will have finished it; 

 Get the most out of your post: check out what you can delegate to other people; 

 Divide larger tasks into sub-tasks so that they can be completed in one go; 

 Set deadlines for the most important tasks; 

 Complete the most important tasks in advance; 

 Consider your own higher and lower efficiency periods when planning. 

                                                                                                                                                         

74  See more: Internet https://mfiles.pl/pl/index.php/Timemanagement, 12.10.2018, D. Fontana, Zarządzanie 

czasem, PWN, op.cit., p. 39 

75  D. Fontana, Zarządzanie czasem, op. cit., p. 39. or see more Internet 

https://mfiles.pl/pl/index.php/Timemanagement, 12.10.2018. 

76 E. Hallowel, Zarządzanie stresem, Wydawnictwo Helion, Gliwice 2008, p. 46. 
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Each leader should use all the available opportunities to improve the effectiveness of 

their organization and workshops during which you can play a themed game with your 

subordinates are a good way. The following game scenario covers time management issues, 

including the ability to delegate tasks and communicate in a group. 

Tower – example of a game scenario 

Competencies trained – cooperation, common goal, time pressure, team building, planning, 

delegating tasks, team communication, feedback, leadership and creative problem solving. 

Number of participants – 10-30 people. 

Duration of the game – 80-90 minutes + workshop work. 

Aim of the game – Participants work together to achieve one common goal divided between 

smaller groups of several people. During the game participants work together to achieve one 

common goal divided into smaller groups of several people. The task of all the groups is to 

build as high and magnificent a tower as possible with the available materials. Building 

materials for the construction of the tower have to be paid for. Therefore, participants will 

have to generate sufficient profit to buy enough materials for the construction. Earning money 

will be possible after using the tools strictly defined in the task instructions77. 

 

Stress reduction techniques – workshop suggestions 

Harmful stress occurs when we act against our needs. It is not only the big problems 

that make us stressed. On the contrary, most often they are trifles, and constantly repeated 

annoyances cause our irritation. Many everyday situations are associated with factors that 

cause stress. 

Focusing on full, cleansing breaths, deep breathing is a simple but powerful relaxation 

technique. It is easy to learn, can be done almost anywhere and provides a quick way to get 

your stress levels under control. Deep breathing is the basis of many other relaxation practices 

and can be combined with other relaxation elements such as music. All you really need is a 

few minutes and a place to stretch. 

 

Techniques for practicing deep breathing 

The key to deep breathing is deep abdominal breathing, getting as much fresh air in 

your lungs as possible. When you take deep breaths from your abdomen and not shallow ones 

                                                 

77 See more: Internet http://www.nwlink.com/~donclark/leader/styles.html, 12.10.2018. 
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from the upper chest, you inhale more oxygen. The more oxygen you get, the less tension, 

breathing and anxiety. This is how you do it: 

Sit comfortably with your back straight. Place one hand on your chest and the other 

on your abdomen. Inhale through the nose. The hand on the abdomen should rise. The hand 

on the chest should hardly move. Exhale through your mouth, pushing out as much air as you 

can while contracting your abdominal muscles. The hand on the abdomen should move 

during exhalation, but the other hand on the chest should hardly move. Continue breathing in 

through your nose and breathing out through your mouth. Try to inhale enough for your 

lower abdomen to rise and fall. Count slowly from 1 to 4 during exhalation.  

If you find it difficult to breathe from your abdomen while sitting down, try lying on 

the floor. Put a small book on your abdomen and try to breathe so that the book goes up 

during inhalation and down during exhalation. You can listen to soothing music while 

practicing deep breathing. 

Example 2: This breathing exercise helps to relax and bring balance to both sides of 

the brain78: 

1. Sit in a comfortable position. 

2. Close off your right nostril by placing the thumb of your right hand on your right 

nostril. 

3. Inhale through your left nostril. 

4. Close off your left nostril with the ring finger of your right hand. 

5. Remove the thumb and exhale through your right nostril. 

6. Inhale through your right nostril. 

7. Close off your right nostril with your thumb. 

 8. Exhale through your left nostril. 

9.  Inhale through your left nostril. 

Continue alternating 5 to 10 times. 

Physical Fitness: 

Good physical conditioning delays fatigue, builds confidence and shortens recovery 

time after illness and injury. It also prepares individuals to better cope with the physiological 

demands of stress. Service members in the best physical condition can better control their 

internal physiological functions, improving their overall performance. Physical performance, 

                                                 

78 C. McKenzie, Doskonała kontrola stresu. Wszystko czego potrzebujesz aby udało ci się za pierwszym razem, 

Dom Wydawniczy Rebis, Poznań 2006, p. 25. 
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including aerobic performance, muscular strength and endurance, needs to be developed in all 

service members to strengthen their ability to rebound from exhaustion. Aerobic performance 

increases productivity and the ability to withstand stress. While feelings of depression and 

moodiness accompany fatigue, the service members with better aerobic performance are 

affected less than those that are unfit. The ability to quickly recover from hard physical work 

is maintained by smart, consistent and routine physical training. However, there is no 

evidence that good physical conditioning significantly reduces sleep requirements and does 

not compensate for the harmful effects of sleep deprivation on cognitive functioning. 

Relaxation massage 

Hand massage: Place your right hand on the left one and massage it from the wrist to 

your fingers and back with free, uniform movements…do 16 moves and change the hand of 

the massage…now massage the left hand with your right one, also doing 16 moves.   

Head massage: Cover your forehead with your hands and slowly slide them along the 

face down to the chin…then from the sides of the neck to its back …from the back of the 

head to its top…and back to the forehead…it is one move...repeat it 16 times. 

Eye massage: Place your index fingers at the inner corners of the orbits…moving them 

down to the outer corners…then along the eyebrows towards the eyebrows…repeat the 

massage 16 times…keep your fingers between the eyebrows at the end of the massage79. 

 

Combat stress reduction techniques 

One of the most important leadership skills is to effectively reduce or prevent combat 

stress reactions among subordinates and himself. Leaders have to take preventive actions and 

address stress symptoms as they appear. Ignoring the early warning signs can increase the 

severity of stress reactions. Positive action to reduce combat stress also helps service 

members cope with normal, everyday situations and makes them less likely to experience 

harmful combat stress reactions80. 

A competent leader should be skilled in stress reduction techniques. He is the first 

person to whom soldiers should talk about the impact of a stress situation. In war zones like 

Afghanistan or Iraq, platoon leaders were the most important stress reducers and their 

competencies helped to prevent many mental problems among their subordinates and 

                                                 

79 M. Davis, R. Eshelman, M. McKay, Jak zwalczyć stres …, op.cit. p. 47 

80 Internet: http://atiam.train.army.mil/portal/atia/adlsc/view/public/296755-1/fm/22-51/22-51 k.htm 12/29/2004, 

14.10.2018. 
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probably decrease the number of PTSD cases. Remember: To reduce stress, a competent 

leader should follow these rules: 

 lead by inspiration, not fear or intimidation; 

 initiate and support stress management programmes; 

 provide information to focus stress positively; 

 ensure each service member has mastered at least two stress coping 

(relaxation) techniques: a slow one for deep relaxation and a quick one for on 

the job81. 

In the military environment, the leader must work to keep each service member’s 

perception of danger balanced by the sense that the unit has the means to prevail over it. The 

leader must keep himself and his unit working at the level of stress that sustains performance 

and confidence. When troops begin to lose confidence in themselves and their leader, adverse 

stress reactions are most likely to occur. It is important for the squad or platoon leader to 

recognize these adverse behaviours at the onset in order to intervene promptly for the safety 

and benefit of individual service members and the unit. These behaviours may take many 

forms and can range from subtle to dramatic82. 

Any service member who shows persistent, progressive behaviour that deviates from 

his baseline behaviour may be demonstrating the early warning signs and symptoms of a 

combat stress reaction in the area of physical, cognitive, emotional and behavioural signs of 

stress. 

Physical signs: aches and pains, skin rash, diarrhoea or constipation, nausea, dizziness, 

chest pain, rapid heartbeat, loss of sex drive, frequent colds or flu, increased perspiration, 

fatigue, thirst83. 

Cognitive signs: memory problems, inability to concentrate, poor judgment, seeing 

only the negative, anxious or racing thoughts, constant worrying, blaming others84 

                                                 

81 Internet: https://usacac.army.mil/cac2/CAL., 14.10.2018. 

82 U.S. Army Field Manual (FM) 22-51, Leaders' Manual For Combat Stress Control, DC: U.S. Government 

Printing Office, Washington 1994, p. 3-4. 

83 See more: U.S. Army Field Manual (FM) 8-51, Combat Stress Control in a Theater of Operations, Tactics, 

Techniques, and Procedures, DC: U.S. Government Printing Office, Washington 1994. 

84 Ibidem 

https://usacac.army.mil/cac2/CAL
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Emotional signs: depression or general unhappiness, anxiety and agitation, moodiness, 

irritability or anger, feeling overwhelmed, loneliness and isolation, other mental or emotional 

health problems, fear, grief, anger, guilt and denial85. 

Behavioural signs: eating more or less, sleeping too much or too little, withdrawing 

from others, procrastinating or neglecting responsibilities, using alcohol, cigarettes, or drugs 

to relax, nervous habits, suspiciousness, accident proneness, antisocial behaviour, 

inappropriate use of behaviour86. 

Behind the signs of stress there are usually symptoms that leaders have to deal with. 

The leader’s main task is to look for and select actions that will allow him to restore the unit 

or platoon to the state before the stress situation. The solutions presented below can be a 

proposal for reducing stress in two areas: cognitive coping strategies and physical/behavioural 

coping strategies. Remember: some of these coping strategies are just a suggestion for 

effective leadership. The key is to have a range of resources that can be applied, depending on 

the situation and individual preferences. 

Cognitive coping strategies refer to ways of dealing with stress using our minds. They 

are a good way to combat stress-producing thoughts. Examples of these strategies are: 

Reframing: focus on the good not the bad; think in terms of wants instead of shoulds.  

It is best if your thinking is related to your goals. For example, “I want to read and 

understand this chapter on Troop Leading Procedures (TLP), so I do well in my practical,” 

instead of “I have to read this difficult chapter on TLP. (Or use examples related to the 

subject)87. 

Challenging negative thinking: stopping the negative thoughts you may have about a 

situation or yourself.  Examples of negative thoughts include expecting failure, putting 

yourself down, feelings of inadequacy – a thought such as: Everyone else seems to understand 

this except me. In order to gain control of negative thoughts or worries, you must first become 

aware of them.  Next, yell “Stop!” to yourself when they occur. Try replacing with positive 

affirmations or at least challenge or question any irrationality of the thoughts88. 

                                                 

85 Ibidem. 

86 Ibidem. 

87 See more: U.S. Army Field Manual (FM) 22-51, Leaders' Manual For Combat Stress Control, DC: U.S. 

Government Printing Office, Washington 1994. 

88 Ibidem. 
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Positive self-talk: using positive language and statements to yourself. These are 

sometimes referred to as positive affirmations; they are useful for building confidence and 

challenging negative thoughts. For example, “I can do this or understand this” or “I’ll try my 

best”. These work best when they are realistic and tailored to your needs and goals89. 

According to Doctrine 6490.5, Combat Stress Control (CSC) Program, effective 

cognitive coping stress leaders should additionally: 

Count to ten – this allows time to gain control and perhaps rethink the situation or 

come up with a better coping strategy90. 

 Keeping perspective: when under stress it is easy to lose perspective; things can seem 

insurmountable.  Some questions to ask yourself:  Is this really a problem?  Is this a problem 

anyone else has had?  Can I prioritise the problems?  Does it really matter?  In other words, 

Look on the bright side of life! – cultivate optimism91. 

Reducing uncertainty: seek any information or clarification you may require to reduce 

the uncertainty. It helps to ask in a positive way. Situations that are difficult to classify, are 

obscure or have multiple meanings can create stress92. 

Using imagery/visualisation: imagining yourself in a pleasant or a successful situation 

to help reduce stress. One way to use imagery is as a relaxation tool; try to remember the 

pleasure of an experience you have had or a place you have been to. The more senses you 

involve in the image the more realistic, therefore the more powerful. This strategy is often 

combined with deep breathing or relaxation exercises. Visualisation can also be used as a 

rehearsal strategy for an anticipated stressful event. For example, if you have a presentation to 

give, practice it in the mind a few times, picturing the audience’s reaction and even 

visualising yourself overcoming any potential pitfalls93. 

Another set of coping strategies is dedicated to the behavioural ways of dealing with 

stress by doing something or taking action to reduce the stress experienced. This information 

is based on Field Manual  FM 7-0, Training Units and Developing Leaders for Full Spectrum 

Operations, 23 February 2011. This FM offers to leaders the following suggestions related to 

coping with behavioural stress: 

                                                 

89 Ibidem. 

90 See more: Doctrine DoD 6490.5, Combat Stress Control (CSC) Program. 

91 See more: Doctrine DoD 6490.5, Combat op. cit. 

92 Ibidem. 

93 Ibidem. 
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Physical exercise – aerobic exercise is the most beneficial strategy for reducing stress. 

It releases neurochemicals in the brain that aid concentration. For some people, even a short 

walk is sufficient to relieve stress94.  

Breathing – from simple deep breaths to more complex breathing exercises related to 

relaxation and meditation. (Optional – practise taking deep breaths, inhaling through your 

nose and exhaling through your mouth. This forces the shoulders to drop and the abdomen to 

relax, often sources of tension). 

Relaxation – from simple relaxation such as dropping the head forward and rolling it 

gently from side to side or simply stretching, to more complex progressive relaxation 

exercises.  Progressive relaxation involves tensing and releasing isolated muscle groups until 

muscles are relaxed. (Optional – tell them you will practise some form of relaxation at the end 

of the session). 

Smile and Laugh – gives us energy and helps to lighten the load; relaxes muscles in 

the face. 

Social Support/Friends – encourage the development and nurturing of relationships.   

Seek Help – to help us deal with difficulties in controlling stress. 

Worry Time – designate a period of time to just ‘worrying’ about the situation or 

stressor, trying to problem-solve or think about it. Then, when the time is up, redirect your 

attention. 

Time management – specific strategies such as clarifying priorities, setting goals, 

evaluating how time is spent, developing an action plan, overcoming procrastination and 

organising time. These help us to cope with the numerous demands placed upon us, often a 

source of stress95. 

The selected stress coping techniques described above will become a very important 

factor in effective leadership. At this point, it is also worth describing leaders’ performance 

under stress. Most people consider the military environment stressful. However, they need not 

cause distress. The following tips for managing the stress experienced as a result of 

performance situations can help you achieve your goals without compromising your health 

and improve your leadership skills and competencies96. 

                                                 

94 See more: U.S. Army Field Manual (FM) 7-0, Training Units and Developing Leaders for Full Spectrum 

Operations, DC: U.S. Government Printing Office, Washington 2011. 

95 Ibidem. 

96 Combat Stress Injury: Theory, Research, and Management…, op.cit., p. 38. 
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The following are examples of stress management techniques which can be used by 

leaders in order to decrease stress among their subordinates in the platoon or team: make sure 

that every effort is made to ensure the well-being of soldiers; trust every service member and 

your team, unit and management; be resolute and assertive; competence and honest leadership 

should be demonstrated; ensure sleep and/or rest especially during continuous operations, 

whenever possible; provide sleep for the decision-making staff (team leaders); set realistic 

goals for the progressive development of the unit and the team; systematically test the 

achievement of these goals; recognize the duration of the battle and increased stress; watch 

out for environmental factors such as light levels, temperature and precipitation; recognize 

that units and individuals react differently to the same stress; learn signs of stress on yourself 

and others, recognize that this is a normal part of stress in fighting; rest on small accidents 

over short distances, keeping them with you; be aware of the problems associated with stress 

in the background before fighting, e.g. family problems and/or separation, economic 

problems; provide up, down and side information for lack of communication; exercise stress 

control through assigning, matching and sharing tasks; look for stress and reduced ability to 

tolerate stress, and practise and master the techniques of coping with stress97. 

According to The Army Leadership Code. An Introductory Guide and Leaders’ 

manual for combat stress control, an effective leader in combat is competent and reliable, and 

knows how to deal with a situation or circumstances. He (leader) should understand the rules 

of struggle and stress. In addition, soldiers cope with stress problems so that they do not 

spread throughout the organization by implementing the following actions98: 

 continue their mission;  

 focus on immediate mission; 

 expect service members to perform their assigned duties; 

 keep calm, directive and in control all the time; 

 inform service members that their reactions are normal and there is nothing 

serious about them; 

                                                 

97 Stetz T., Stetz M., Bliese P., The importance of self-efficacy in the moderating effects of social support on 

stressor-strain relationship, Work & Stress, Vol. 20 (1), 2006., pp. 4-5. 

98 U.S. Army Field Manual (FM) 22-51, Leaders' Manual For Combat Stress Control, DC: U.S. Government 

Printing Office, Washington 1994, 3-1 – 3-4. 
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 keep service members productive (when not resting) through recreational 

activities, maintenance and training to preserve perishable skills; 

 make sure that service members maintain good personal hygiene; 

 make sure that service members eat, drink and sleep as soon as possible; 

 let service members express their thoughts; 

 do not ignore or worry about sadness or worry; 

 provide practical advice and put emotions in the right perspective. 

One of the most common ways to reduce stress before going into combat is a 

motivational speech. For example one of the most famous US commanders in World War II, 

General George S. Patton, made the following address to his subordinates just before an 

offensive, “I know as well as you do that the going has been tough. Maybe I sweat it more 

than you do because I have more to worry about. But you've done a fine job, and I'm proud of 

every single man in my outfit. I assure you that everything possible will be done to give you 

the best available support, and I will not order you to attack unless I'm confident that you have 

a real chance to succeed … The harder we fight now, the sooner we can finish this mess and 

get back to living the way we want.” Another of his great speeches was made to inspire the 

US Third Army in Spring 1944, “I don't want to get any messages saying, ‘I am holding my 

position.’ We are not holding a goddamned thing. Let the Germans do that. We are advancing 

constantly and we are not interested in holding onto anything, except the enemy’s balls. We 

are going to twist his balls and kick the living shit out of him all of the time. Our basic plan of 

operation is to advance and to keep on advancing regardless of whether we have to go over, 

under, or through the enemy”99. 

That speech demonstrated a common sense approach in dealing with stress. Had this 

commander preached about the advantages of democracy over fascism or the evils of Hitler, 

his words would have fallen on deaf ears. Instead, he seized on the strong motivators of his 

troops: their respect for him as a leader, their desire to continue to be worthy of his respect, 

and their desire to share in the unit’s accomplishments. 

Motivational speeches do not have to be complicated, but should be convincing and 

reach the hearts and minds of the listeners. A good example of such a speech may be the 

words of the German coach of the football team BVB Borussia Dortmund, Jurgen Klopp, who 

                                                 

99 Axelrod A., Patton on Leadership: Strategic Lessons for Corporate Warfare, Prentice Hall Press, 1999, p. 13. 
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said, “Okay, Gentlemen, Christmas has finished, so giving presents is over. We have a 

carnival dance to do with them!!!100 

Other examples of inspirational motivational speeches are found in films. One of them 

is “Glory Road” with Josh Lucas as coach Don Haskins leading the Texas Wester Miners 

team in the NCAA final (1966) against the University of Kentucky. In the third minute of the 

film, you will hear the words that send shivers down your spine. How to motivate a team that 

almost already has a victory in its pocket? How to make it muster all its strength and keep the 

good score until the final whistle is blown? He tells his team, “We are two minutes from a 

championship. … Right now it’s not about talent – it’s about heart. … They’ve been here 

before – they won’t give it to us. We gotta go out there and we gotta take it! TAKE IT!”101  

In general, confidence is based on the technical and tactical competencies displayed by 

leaders and service members. As confidence is one of the strongest methods of defence 

against stress, its development is the main goal of every military leader. To gain self-

confidence, service members must believe in themselves, their equipment, other units and 

their training. Above all, they must believe in their leaders’ competence. Each of these beliefs 

is infused and strengthened at every opportunity. 

In the book, Glory Denied: The Vietnam Saga of Jim Thompson, America's Longest-

Held Prisoner of War, the following comments were made by a Marine colonel reflecting on 

his experience as a company commander in Vietnam – A feeling of helplessness will overtake 

men who have been in an unbearable position. When the situation is so bad, they are 

susceptible to fear. The solution to this problem is: don’t put your men in untenable positions. 

Granted, in every battle some soldiers in a unit will find themselves in a situation where they 

can’t fight back. This is inevitable especially in an offensive operation. Proper use of fire, 

team, squad, platoon and company formations, as well as intelligent use of terrain, minimizes 

the danger of crushing a large part of the unit to such a degree that soldiers cannot return to 

fire. If you are tactically and technically proficient, use common sense, adhere to the rules of 

war and use the firepower available to your unit. You will avoid untenable situations. Simply 

said, know your job!102 

                                                 

100 Internet: www.bestsport.com, 14.10.2018. 

101 Internet: https://jaceklipski.pl/2011/07/najbardziej-inspirujace-przemowienia-lekcja-z-hollywood/, 

14.10.2018. 

102 Philpott T. , Glory Denied: The Vietnam Saga of Jim Thompson, America's Longest-Held Prisoner of War, 

New York/London 2012, p. 38. 

http://www.bestsport.com/
https://jaceklipski.pl/2011/07/najbardziej-inspirujace-przemowienia-lekcja-z-hollywood/
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Some comments provide an insight and sensitivity to the problems of struggle through 

small-unit leadership. His instincts told him how important it was to exhibit the greatest 

leadership qualities. A unit builds confidence, esprit, integrity and cohesion when its leaders 

know their jobs. 

In conclusion, it can be stated that stress management in military conditions takes 

place on two levels. The first one concerns considering the impact of combat stress on 

cognitive processes and the leader’s own behaviour. As for the other one, the commander 

must remember about the possibility of complicating the situation by stress in the perception 

and behaviour of soldiers on the battlefield. Therefore, every military leader should know the 

best ways and techniques of coping with stress, which he himself will be able to use. In 

addition, as part of military training, he should provide knowledge and skills to cope with 

stress to his subordinates. An important element of stress management is the ability to manage 

time. Owing to the rational planning of duties and tasks, it is possible to prevent the negative 

influence of stress on normal training and combat operations. All efforts to reduce stress in 

combat will be another tool supporting the leadership process carried out by all commanders 

throughout the entire chain of command. 

 

PART THREE: EFFECTIVE LEADERSHIP 

 

The science and the art of leadership are very important to the military.  The military 

systematically develops both enlisted soldiers and officers to lead in progressively more 

responsible positions. Senior echelon leaders are in charge of thousands of soldiers, manage 

large budgets, and make decisions that in times of war have dramatic impact on both the 

soldiers who serve under their command and for the strategic goals of the nation. Military 

leadership has historically been very hierarchical in nature and, relative to other domains 

(industry, education, and so forth), relatively authoritarian.  Traditionally, a centralized 

authority operating in an extremely hierarchical organization tended to ensure relatively fast 

and accurate transmission of orders and other communications.  Moreover, the job of the 

military has traditionally been to exert military force – in the form of various weapons – on a 

target and to destroy that target. A military leader thus must possess technical competence, 

decisiveness, and strong goal-directed behaviour. Rapid advances in information and 

communication technologies coupled with a change in the nature of warfare may have 

expanded the skills that are prerequisite for principles of effective military leadership. 

 

https://www.psychologytoday.com/us/basics/motivation
https://www.psychologytoday.com/us/basics/environment
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Principles of effective leadership 

As a matter of fact the specialty and the unique attributes of a leader cannot be subjugated in 

any functional domain of human life but yet the emphasis of effective leadership in military 

cannot be denied at any cost. All the domains of functions are well apt with the core roles and 

responsibilities of a leader. But as for the military the precise definition of leadership and 

leaders concentrates on their foundations of strength in the penetrating moral values, the 

command over their Warrior Ethos and their cognitive competencies. A leader is inherently a 

motivated individual with a sound ideology of pursuing his desires and working with 

individuals from diverse backgrounds, but when the competencies of a leader are augmented 

with the values as inculcated by Nation and Army than the net outcome of the capabilities of 

that individual are duly influenced by the self-motivated desire to acquire the essential 

knowledge to lead. At the same time the personal and professional development of the leader 

is also executed in the conformity of the moral values and deep rooted national interest. The 

other rather the most important aspect of an Army leader is the execution of his competencies. 

The skills and values enhanced by a leader are applied within the domain of existing and 

acquired knowledge and competencies for the successful103. 

There are some characteristics of a command that are accurate indications of success 

or failure in the exercise of leadership. These qualities presented below will help future 

leaders to effectively command. In addition, the following rules are presented in a universal 

context that can be applied to both the corporate and military environments 104 . Also, 

developing these leadership principles will help make, for example, cadets better leaders. 

Together, they will form a set of traits and values that define their character as a leader. 

Adopting these principles will guide future leaders’ actions with their subordinates in a 

platoon or company, and provide direction throughout their career. These principles are also 

an important tool for self-evaluation. Future leaders can use them to identify their own 

strengths and weaknesses, and seek self-improvement. 

Military discipline is a state of order and obedience existing within a command. It 

involves the ready subordination of the will of the individual for the good of the group. 

Military discipline is an extension and a specialized application of the discipline of any 

organized society. True discipline demands habitual but reasoned obedience to command, an 

obedience that preserves initiative and functions unfalteringly even in the absence of the 

                                                 

103 D. R. Eldridge, Fighting Spirit, Naval Institute Press, 2011, pp. 46-47. 

104 Ibidem, p. 46. 

https://www.enbook.pl/catalogsearch/result/?q=Eldridge%20Robert%20D.
https://www.enbook.pl/catalogsearch/result/?q=Naval%20Institute%20Press
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commander. Discipline is created within a command by training, by judicious use of 

punishment and reward, and by instilling a sense of confidence and responsibility in each 

individual. Discipline demands correct performance of duty. The need for discipline is best 

inculcated in an individual by appealing to his sense of reason. In the few instances where 

appeal to reason fails, the use of punishment is effective in causing the recalcitrant individual 

to conform and perhaps to appreciate the need for discipline. Commendation and earned 

praise from the senior to his subordinate, either individually or collectively, for a task well 

done, serve to strengthen the disciplinary bonds which bind together the smooth-functioning 

team105. 

Morale is a mental and emotional state. The importance of morale cannot be 

overestimated since it is a great contributing factor to the efficiency of a unit. Good morale is 

indicated by the voluntary effort which men give to their tasks over and beyond the 

perfunctory obedience to commands and regulations. A basic sense of personal worth founded 

on confidence in leaders, training, weapons, and equipment. Satisfaction, or the pride of the 

individual in the accomplishment of the assigned mission. 

Esprit de corps is the mental and emotional state of the unit. It is distinguished from 

morale, which is described as the mental and emotional state of the individual. Esprit de corps 

is not a simple summation of the morale of the individuals in the unit. Rather, it results from 

the total interaction of the personnel of the unit toward one another and with the 

circumstances in which the unit is placed. When unit esprit is high, the collective goals of the 

unit overshadow those of the individual members. In such instances, the personal 

dissatisfactions of some individuals are overshadowed by the prevailing group spirit. Unit 

achievement, both past and present, is a strong force in raising esprit de corps. A unit with a 

high esprit de corps can accomplish its mission in spite of seemingly insurmountable odds. 

Esprit de corps is enhanced when the group identification is increased and, conversely, is 

lowered when it is decreased. It has been proven that pride in the unit was the outstanding 

manifestation of good morale in stress situation and was accompanied by good officer-

enlisted personnel relationships106. 

Efficiency is the ability to accomplish successfully an assigned task in the shortest 

possible time, with the minimum expenditure of means, and with the least possible confusion. 

                                                 

105 Source, Internet: http://usacac.army.mil/core-functions/leader-development, 12.10.2018. 

106 T. Rath, Strengths-Based Leadership, Perseus-Gallup Press, 2009, p. 28. 

https://www.enbook.pl/catalogsearch/result/?q=Perseus-Gallup%20Press
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Efficiency in a command is built by sound training and by effective administration. It is 

enhanced by good discipline, high morale, and esprit de corps. 

Know Your Job. To know his job thoroughly, the leader must possess a wide field of 

knowledge. He must understand the technical aspects of the command and the methods and 

procedures of organization, administration, instruction and personnel management. The leader 

also should possess a sound understanding of human relations. Further, he should have a 

working knowledge of the duties, responsibilities, and problems of his subordinates. If he 

commands a service unit, he should have a knowledge of combat operations. Remember: 

demonstrate your ability to accomplish the mission and be capable of answering 

questions. Maintain a high level of competence in your occupation and specialty. Your 

proficiency will earn the respect of your people. Below is information that can help young 

leaders improve their competence in the technical aspect of the command process: 

 Know what is expected of you, and then expend time and energy on becoming 

proficient at those things. 

 Form an attitude early on of seeking to learn more than is necessary. 

 Observe and study the actions of capable leaders. 

 Spend time with those people who are recognized as technically and tactically 

proficient. Learn as much as you can from them. 

 Seek feedback from technically and tactically competent people concerning 

your own performance. Be willing to change. 

 Seek opportunities to apply knowledge through the exercise of command. 

Good leadership is acquired only through practice. 

 Prepare yourself for the job of the leader at the next higher rank. 

Know Yourself and Seek Self-improvement. It is the duty of every leader to evaluate 

himself and to recognize his strengths and weaknesses. An individual who does not know his 

own capabilities and limitations is not master of himself and can never hope to be a leader. 

Likewise, an individual who realizes his deficiencies but makes no effort to correct them will 

fail as a leader. Study of leadership principles and practice of sound leadership techniques 

will develop leadership ability107.  

                                                 

107 Source, Internet: https://www.milsuite.mil/book/docs/DOC-129783, 14.10.2018 
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Leaders should evaluate own strengths and weaknesses. An accurate and clear 

understanding of yourself and a comprehension of group behaviour will help them determine 

the best way to deal with any given situation – remember: 

 Make an honest evaluation of yourself to determine your strong and weak 

personal qualities. 

 Seek the honest opinions of your friends and superiors to show you how to 

improve your leadership ability. 

 Learn by studying the causes of success or failure of other leaders. 

 Develop a genuine interest in people. 

 Have specific goals and definite plans to attain them. 

 Have a systematic personal reading programme that emphasizes not only 

professional subjects but also includes topics to help you understand people, 

both as individuals, and in their functioning groups. 

Know Your People and Look out for Their Welfare. By making a conscientious effort 

to observe the members of his command as often as possible, to become personally 

acquainted with them, to recognize their individual differences, and to share in their joys and 

sorrows, the leader will have a better understanding of how his subordinates react and 

function under various conditions. He then will be able to employ them more effectively. By 

assuring himself that the members of his command are as comfortable, well cared for, and 

contented as circumstances will permit, the leader wins their confidence, respect, and 

cooperation. By neglecting their welfare, the leader indicates indifference and, as a 

consequence, forfeits the trust and confidence of his men. In summary, a competent leader 

should know his people and how they react to different situations. Knowledge of his people’s 

personalities will enable him to decide how best to manage each person and determine when 

close supervision is needed – remember: 

 Put the welfare of the women and men for whom you are accountable before 

your own welfare. 

 See the members of your unit, and let them see you, so that every one of them 

may know you and feel that you know them. Be approachable. 

 Let them see that you are determined to fully prepare them for the 

accomplishment of all missions. 

 Know your unit’s mental attitude; keep in touch with their thoughts. 
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 Ensure fair and equal distribution of rewards108. 

Keep Your Subordinates Informed. The soldier who is well-informed about the 

mission and situation and about the purpose of his particular task is considerably more 

effective than the one who is not so informed. The better he is informed, the better he can 

perform his tasks with maximum initiative. The commander who fails to make essential 

information available to his men will soon find that they are performing blindly without 

purpose. At the same time, commanders at all levels must realize that security requirements 

impose limitations on information which may be imparted to the men. Informed subordinates 

perform better and, if knowledgeable of the situation, can carry on without their leader’s 

personal supervision. Providing information can inspire initiative and will ensure your people 

have enough information to do their job intelligently – remember: 

 Whenever possible, explain why tasks must be done and give any pertinent 

amplifying instructions. 

 Arrange to get sufficient feedback to assure yourself that immediate 

subordinates are passing on necessary information. 

 Be alert to detect the spread of rumours. Stop rumours by replacing them with 

the truth. 

 Build morale and esprit de corps by publicizing information concerning 

successes of your unit109. 

 Keep your unit informed about current policies and initiatives affecting their 

pay, promotion, privileges and other benefits110. 

Set the Example. Men instinctively look to their leaders for patterns of conduct which 

they may either emulate or use as an excuse for their own shortcomings. The classic example 

of the military leader is that of an individual whose appearance and conduct evoke from his 

subordinates, praise, pride, and the desire to emulate him. By his outstanding performance of 

duty, the leader must set the standard for the entire command. The commander who appears 

in an unfavourable light before his men destroys the respect that must exist mutually between 

him and his men before leadership can be exercised. Set the standard for your subordinates by 

personal example. Your soldiers will watch your appearance, attitude and personal example – 

                                                 

108Source, Internet: https://www.milsuite.mil/book/docs/DOC-129783 and 

https://www.benbaran.com/home/2017/3/25/know-your-people-and-look-out-for-their-welfare, 14.10.2018 

109 T. Ruegg, Stress and its effects in managment training, University of Twente, Netherland 2017, p. 4. 

110 Ibidem, p. 5. 

https://www.milsuite.mil/book/docs/DOC-129783
https://www.benbaran.com/home/2017/3/25/know-your-people-and-look-out-for-their-welfare
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remember: if your personal standards are high, then you can rightfully demand the same of 

your subordinates111. 

 Show your subordinates that you are willing to do the same things you ask 

them to do. 

 Be physically fit, well-groomed and correctly dressed. 

 Maintain an optimistic outlook. 

 Conduct yourself so that your personal habits are not open to criticism. 

 Exercise initiative and regard the spirit of initiative of your subordinates within 

your unit. 

 Avoid showing favouritism to any subordinate. 

 Delegate authority and avoid over-supervision in order to develop leadership 

among subordinates112. 

Ensure That the Task is Understood, Supervised and Accomplished. The leader must 

give clear, concise orders that cannot be misunderstood; then, by close supervision, he must 

ensure that those orders are properly executed. The issuance of an order is the initial and 

relatively small part of the commander’s responsibility. His principal responsibility lies in 

supervision to make sure that the order is properly executed. It is this responsibility that is 

most difficult to carry out. The able leader will make wise use of his subordinates to carry out 

his supervision effectively. Any commander of a large unit who fails to make proper and 

adequate use of his staff and subordinates demonstrates a fundamental weakness in leadership 

ability. Remember – before you can expect your subordinates to perform, they need to know 

what is expected of them. Communicate your instructions in a clear, concise manner, and 

allow your people a chance to ask questions. Check progress periodically to confirm the 

assigned task is properly accomplished. But, avoid micromanaging your people or the task. 

Do it in accordance with the following points: 

 Issue every directive as if it were your own. 

 Use the established chain of command. 

 Encourage subordinates to ask questions concerning any point in your instructions or 

directives they do not understand. 

                                                 

111 T Rath, Strengths-Based Leadership, op. cit., p. 28. 

112 Source, Internet: https://www.milsuite.mil/book/docs/DOC-129783, 20.10.2018 
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 Question subordinates to determine if there is any doubt or misunderstanding in regard 

to the task to be accomplished. 

 Supervise the execution of your orders. 

 Exercise care and thought in supervision. Over-supervision hurts initiative and creates 

resentment; under-supervision will not get the job done113. 

Train Your Subordinates as a Team. The duty of every leader includes the 

development of teamwork through the thorough training of his command, whether it be a 

squad or an army group. Modern armies are complex organizations involving many different 

arms and services, all working together as a team toward a common end. Each part of the 

team must understand where it fits into the common effort. The commander who fails to 

foster teamwork while training his command will not obtain the desired degree of unit 

efficiency. Remember – when training or instruction is necessary, train your subordinates 

with a purpose and emphasize the essential elements of teamwork and realism. Be sure that all 

your subordinates know their positions and responsibilities within the team framework114. 

 Study, prepare and train thoroughly, endlessly. 

 Encourage unit participation in recreational and company events. 

 Do not publicly blame an individual for the team’s failure or praise just an individual 

for the team’s success. 

 Ensure that training is meaningful, and that the purpose is clear to all members of the 

team or organization. 

 Train your team based on realistic conditions. 

 Insist that every person understands the functions of the other members of the team, 

and the functions of the team as a part of the unit. 

Make Understandable and Timely Decisions. The ability to make a rapid estimate of 

the situation and arrive at a sound decision is essential to a leader. He must be able to reason 

logically under the most trying conditions. He must decide quickly what action is necessary in 

order to take advantage of opportunities as they occur. The vacillating commander not only 

will be unable to employ his command effectively but will create vacillation, lack of 

confidence, hesitancy, and indecision, within the command itself. The ability to make sound 

and timely decisions can be acquired by constant study and by training in making estimates. 

                                                 

113 Ibidem. 

114 T. Rath, Strengths-Based Leadership, op. cit., p. 28. 
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On the other hand, when circumstances dictate a change in plans, the able leader will act 

promptly without fear that the command may consider such action as a vacillation. Remember 

– rapidly estimate a situation and make a sound decision based on that estimation. There is no 

room for reluctance to make a decision. Should you discover you have made a wrong 

decision, revise it. Your employees will respect the leader who corrects mistakes 

immediately. Try to keep going with the following rules: 

 Develop a logical and orderly thought process by practicing objective estimates of the 

situation. 

 When time and situation permit, plan for every possible event that can reasonably be 

foreseen. 

 Consider the advice and suggestions of your subordinates before making decisions. 

 Make sure your people are familiar with your policies and plans. 

 Consider the effects of your decisions on all members of your unit. 

Develop a Sense of Responsibility Among Subordinate Soldiers. The leader must be 

quick to seize the initiative in the absence of instructions from his superior. By seeking 

responsibility, the leader develops himself professionally and increases his potential ability. 

Proper delegation of authority is a sound attribute of leadership. The commander then holds 

his subordinate strictly responsible for results, and rarely for methods of procedure. Such 

action by the commander engenders trust, faith, and confidence. It develops initiative and 

wholehearted cooperation. Reluctance to delegate authority often is a mark of retarded growth 

in leadership. Remember – show your employees that you are interested in their welfare by 

giving them the opportunity for professional development. Assigning tasks and delegating 

authority promotes mutual confidence and respect between the leader and the team. In this 

phase, leaders should observe the following rules115: 

 Operate through the chain of command. 

 Provide clear, well-thought-out directions. 

 Give your subordinates frequent opportunities to perform duties normally performed 

by senior personnel. 

 Be quick to recognize your subordinates’ accomplishments when they demonstrate 

initiative and resourcefulness. 

                                                 

115 Rath T., Strengths-Based Leadership, op. cit, p. 30. 
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 Correct errors in judgment and initiative in a way which will encourage the individual 

to try harder. 

 Give advice and assistance freely when it is requested by your subordinates. 

 Let your people know that you will accept honest errors without punishment in return. 

 Resist the urge to micromanage. 

 Be prompt and fair in backing subordinates. 

 Accept responsibility willingly, and insist that your subordinates live by the same 

standard. 

Employ Your Command in Accordance With its Capabilities. To employ his command 

properly, the leader must have a thorough knowledge of the tactical and administrative 

capabilities and limitations of his command. He must assign objectives that are possible of 

attainment, properly evaluate time and space factors, and employ his command with sound 

judgment. To do less than this may spell failure in accomplishing the mission. Recurrent 

failure brings about collapse of morale, esprit de corps, and efficiency. However, on occasion, 

when the situation demands, men must be pushed without hesitation beyond their considered 

capabilities in order to achieve a quick and cheap victory or to avoid a costly defeat. 

Remember – successful completion of a task depends upon how well you know your group’s 

capabilities. Seek out challenging tasks for your organization, but be sure they are prepared 

for and have the ability to successfully complete the mission. A competent leader should use 

the following instructions116: 

 Avoid volunteering your unit for tasks that are beyond its capabilities. 

 Be sure that tasks assigned to subordinates are reasonable. 

 Assign tasks equally among your subordinates. 

 Use the full capabilities of your unit before requesting assistance. 

Take Responsibility for Your Actions. The commander of a unit is responsible for all 

his unit does, or fails to do. The leader recognizes and acknowledges this responsibility on all 

occasions. Any effort to evade this responsibility destroys the bond of loyalty and respect that 

must exist between the commander and his subordinates. Remember – actively seek out 

challenging assignments for your professional development. Seeking responsibilities also 

means that you take the responsibility for your actions.  You are responsible for all that your 

                                                 

116 Leader’s Guide to Team Building: Building Adaptive High-Performance Teams, Department of the Army, 

Center for Army Lessons Learned, Fort Leavenworth 2015, p. 13. 
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team does or fails to do. Stick by your convictions and be willing to accept justified and 

constructive criticism. In this phase, the following regulations can improve leaders’ 

competencies related to their own responsibility for actions117: 

 Learn the duties of your immediate senior, and be prepared to accept the 

responsibilities of these duties. 

 Seek a variety of leadership positions that will give you experience in accepting 

responsibility in different fields. 

 Take every opportunity that offers increased responsibility. 

 Perform every task to the best of your ability. 

 Stand up for what you think is right; have courage in your convictions. 

 Carefully evaluate a subordinate’s failure before taking action against that subordinate. 

 

Leader competencies and attributes – tips for effective leadership 

Successful leaders build cohesive organizations with a strong chain of command, high 

ésprit de corps, and good discipline. As the unit trains, leaders mentor, guide, listen to, and 

think with subordinates to challenge their subordinates’ depth of knowledge and 

understanding. These actions build trust among soldiers and between soldiers and their 

leaders. Commanders ensure that their subordinates know how to think instead of what to 

think. They develop their subordinates’ confidence and empower them to make independent, 

situational-based decisions. Effective commanders develop subordinates with agile and 

adaptive approaches to problem solving that more easily translate to operations. 

 The rules and principles presented in this chapter are based on Army Doctrine 

Reference Publication (ADRP) 6-22 Leadership Requirements Model and Example 

Behavioral Indicators to outline detailed descriptions and examples of ten Army leadership 

competencies and thirteen attributes. In addition, ADRP 6-22 provides detailed explanations 

of principles in Army Doctrine Publication (ADP) 6-22. 

 In the assessment of leaders, commanders consider subordinate leaders’ proficiency. 

An effective commander deliberately observes and assesses subordinate leaders. The 

commander pays particular attention to assessing the character, competence, and commitment 

of subordinate leaders. These three criteria are the certification criteria for all Army 

professionals. Training provides excellent opportunities to grow and develop leaders 

                                                 

117 Source Internet: www.efectivlyleaders.com, 17.09.2018 
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throughout the unit. Commanders exercise mission command; they create an environment that 

encourages on-the-job learning and encourages leaders to take prudent risks and make honest 

mistakes. To assist senior leaders in the assessment of subordinate leaders, leader 

development plans are an essential tool118.  

What Leaders ‘are’ and what they ‘do’ is what makes a leader in general. The input of 

Professional Competence is what enables effective leadership in the specific environment of 

the Arm. The following suggestions are presented in the form of tips to give leaders specific 

fundament which they can use to build their competence. 

Core leadership competencies are centred on the 1) Lead, 2) Develop and 3) Achieve 

categories. The ten core leader competencies are: 

1. Leads Others: Gains commitments to do what needs to be done from unit 

members. 

2. Builds Trust: Brings the best out in others and sets the conditions for 

teamwork. 

3. Extends Influence Beyond Chain of Command: Beneficial work is 

accomplished outside the unit through the positive relationships established by 

the leader. 

4. Leads by Example: Co-workers learn what to be, know and do from the leader. 

5. Communicates: Understanding in the unit is improved from the leader’s 

sharing of information and willingness to engage in candid dialogue. 

6. Creates a Positive Environment: Positive teamwork/cooperation and a 

psychologically healthy climate exist from the leader’s actions and attitudes. 

7. Prepares Self: The leader is squared away for duty (skills, knowledge, total 

fitness, mental toughness) and engages in continual self-development. 

8. Develops Others: Proactively supports the development of others’ knowledge, 

capabilities and readiness to learn. 

9. Stewards of the Profession: Applies good stewardship to resources within reach 

and his/her actions show commitment to the professional strengths of the U.S. 

Army. 

                                                 

118 Army Doctrine Publication 6-22, Army Leadership, DC: U.S. Government Publishing Office, Washington 

2012, pp. 6-7. 
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10. Gets Results: Gets the job done with appropriate adjustments and optimal 

application of manpower available119. 

Attributes are centred on the leader’s display of 1) Character, 2) Presence and 3) 

Intellectual Capacity. The thirteen attributes include the following: 

1. Army Values: Displays loyalty, duty, respect, selfless service, honour, integrity 

and personal courage. 

2. Empathy: Identifies with or enters into another person’s feelings, emotions, and 

point of view. 

3. Warrior Ethos/Service Ethos: Shares the attitudes and spirit of the Army 

profession for soldiers and Army civilians alike. 

4. Discipline: Controls one’s own behaviour in accordance with Army values, and 

obeys and enforces good orderly practices in administrative, organizational, 

training and operational duties. 

5. Military and Professional Bearing: Possesses a commanding presence and 

projects a professional image of authority. 

6. Fitness: Has sound health, strength and endurance that supports one’s 

emotional health and conceptual abilities under prolonged stress. 

7. Confidence: Projects self-confidence and certainty in the unit’s ability to 

succeed. 

8. Resilience: Shows a tendency to recover quickly from setbacks, shock, injuries 

and adversity while maintaining mission and organizational focus. 

9. Mental Agility: Anticipates or adapts to uncertain or changing situations and 

applies multiple perspectives and approaches. 

10. Sound Judgment: Assesses situations shrewdly and draws sound conclusions. 

11. Innovation: Introduces new ideas based on opportunities or challenging 

circumstances. 

12. Interpersonal Tact: Understands and effectively interacts with others, is 

conscious of character, reactions, and motives of self and others, and displays 

self-control, balance and stability. 

13. Expertise: Possesses facts, beliefs, logical assumptions, and understanding in 

relevant areas120. 

                                                 

119 Army Doctrine Reference Publication (ADRP) 6-22 

120 Army Doctrine Reference…, op. cit., 6-22 
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The above suggestions stress the importance of self-improvement. They are to assist 

the leader in his work. By applying them to his own practice and by analysing his own traits 

of character, the leader will possess some measurement of his own success or failure. Despite 

this guide, it must constantly be borne in mind that successful leaders of the past were not all 

of the same pattern. All of them, however, consciously or unconsciously understood the basic 

concepts of leadership and successfully practiced many of the techniques presented above. 

Using those tips will help leaders increase their competence to lead others and let them be up 

front. 

 

Train to win – effective training 

There are seven steps in the MDMP. Each step begins with inputs that build on previous 

steps. The outputs of each step drive subsequent steps. Errors committed early affect later 

steps. While the formal process begins with the receipt of a mission and has as its goal the 

production of an order, planning continues throughout the operations process.  

The Army’s role is to be ready to fight and win wars, but during peacetime the Army’s 

role is to train for this wartime mission. The Army has adapted extremely well to repeated 

deployments in the last decades. All unit leaders are responsible for quality training. Primary 

roles involve training subordinate leaders and developing teams. Leaders consist of 

commanders, NCOs, and unit leaders. All things come with trade-offs though, and one 

relative weakness that has resulted from a decade of frequent deployments is the lessened 

ability of junior leaders to prepare for and conduct effective training which is part of effective 

leadership. One of the methods of effective leadership is training in which the competencies 

and skills of subordinates are developed. NATO’s experience from the missions in Iraq and 

Afghanistan shows that training is increasingly important. However, there are also fewer 

resources available to conduct training, which means that leaders need to be more effective – 

especially at the small-unit level.  Effective Army leaders develop others and conduct team 

building. Holistic leader development plans contribute to unit cohesion, resilience, and agility 

by producing teams and leaders that are creative, life-long learners, adaptable, fully 

committed to the Army profession, and capable of exercising mission command. A competent 

leader should know how to describe in detail the importance of a mission-essential task list in 

accordance with the steps presented below. The first skill of a competent leader is knowing 

how to plan the training. 
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 Planning the training starts with the unit mission-essential task list (METL). Leaders 

assess the unit performance to evaluate its proficiency. Units focus their training by 

developing a METL and establish long-range training plans that describe events and resources 

required to increase METL proficiency. Units plan backwards to prepare for deployments or 

other significant training events. These plans reflect the commander’s intent and end state, 

with more refined training agendas developed in cyclic or quarterly training briefings. The 

most important thing a small-unit leader can do in this step is to identify critical items that 

must be trained and to explicitly accept risk in other areas where training does not occur. This 

helps leaders focus their time and effort on training the important tasks identified by the 

commander. Too often, leaders complete their plan but neglect the preparation required to 

execute quality training. Completing the plan is necessary for good training, but is not 

sufficient by itself. Planning and preparation are two of the training management phases 

outlined in FM 7-0121. The most difficult work is preparation, where the detailed integration is 

completed. If you have ever attended a substandard training event, chances are that the 

leadership had a plan but did not prepare for it. FM 7-0 describes preparation in several parts 

(such as training the trainers and rehearsals) that overlap with the eight-step training model. 

Several parts of the troop-leading procedures (TLPs) described in FM 5-0, The Operations 

Process, (such as conducting reconnaissance, issuing the order, and supervising and refining) 

also overlap with the eight-step training model. The preparation steps are essential skills that 

small-unit leaders must know and demonstrate122. 

The next step to effective leadership is knowing how to train and certify leaders. 

Training the trainer is a critical step during the preparation phase. This allows commanders to 

ensure that their subordinate leaders are knowledgeable and qualified to evaluate the training. 

It also allows leaders to extend their influence by empowering subordinates to achieve clear 

standards. Failure to complete this step results in soldiers who are not confident in their 

leadership and leaders who are not clear on the training standards. 

Furthermore, a competent leader should be familiar with conducting a reconnaissance.  

Conduct a reconnaissance is one of the steps which ensure good training. Conducting  

a reconnaissance is an important task whether conducting training or executing a mission. 

                                                 

121 U.S. Army Field Manual (FM) 7-0, Train to Win in a complex world, DC: U.S. Government Printing Office, 

Washington 2016, p. 1-5. 

122 Walter L. Sharp, The Eight-Step Training Model (Part Two of Two), TALON: Operation Joint Forge Task 

Force Eagle, 2001, p. 4. 



Stress Management 

 

  
66 

 

  

Leaders not only review the location where the training will be conducted, but check to ensure 

that resources are coordinated and prepared for execution.  

Issue an order is another important element of effective training. Leaders issue orders 

to establish clear tasks, conditions, and standards. This includes a concept of operations that 

describes how training objectives will be met, a concept of sustainment that lists the resources 

required and the individuals tasked to lead different parts of the training, and a timeline123. 

Although verbal orders can be issued, written orders are more effective. Written orders 

become a reference for all and can be quickly disseminated and reviewed. Verbal orders 

require leaders to constantly repeat information, which becomes less clear with dissemination. 

Writing down the details of a plan avoids this problem. 

The next step to effective leadership is rehearse. Rehearsals are critical steps in the 

eight-step training model and in TLPs. The four types of rehearsals described in Appendix I 

of FM 5-0 are: backbrief, battle drill/standing operating procedure rehearsal, combined arms 

rehearsal, and support rehearsal. Rehearsal techniques are limited only by leader creativity 

and available resources124. Leaders select the type and technique of rehearsals and are most 

effective when they combine and integrate them into their timeline. 

The practical part of effective leadership is the implementation of the adopted goals. In 

the military, it is called execute. Leaders and units learn best by doing, not by being lectured. 

Classroom environments or online training can be effective in limited circumstances, but they 

are not appropriate for most soldier training. Commanders should allow their units the 

freedom to make mistakes and learn through experience, rather than through a lecture. As 

units improve, leaders can increase training complexity by having soldiers perform tasks 

under new conditions. The same task can be done at night; in a nuclear, biological, or 

chemical environment; with a different leader in charge; or with any combination of these 

variables. These differences will reflect the changes that units may face downrange. 

The key issue of effective leadership is the evaluation of the effects of action, which 

soldiers call After Action Review (AAR). It is a structured review or de-brief process for 

analysing what happened, why it happened, and how it can be done better by the participants 

and those responsible for the project or event. In the Army, less structured de-briefs after 

events have existed since time immemorial. Their use has extended to business as a 

                                                 

123  U.S. Army Field Manual (FM) 5-0, The Operations Process, DC: U.S. Government Printing Office, 

Washington 2010, p. 1-4.  

124 Ibidem. 
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knowledge management tool and a way to build a culture of accountability. To apply this tool, 

ask yourself and your team the following questions: 

 What was supposed to happen? 

 What did happen? 

 What are some improves? 

 What are some sustains? 

 What can be done to improve the next time? 

Each squad felt they were a more cohesive unit and more competent after the study 

exercises and they had fun in the process. Soldier feedback indicated that the squad approach 

for integrating physical, cognitive, and social skills had a profound effect and as one leader 

stated, “it (the training) took us back to the basics…caused me to rethink how I train.”   

A Leader’s Guide to After Action Reviews describes the mechanics, but does not describe the 

interpersonal skills necessary to make an AAR truly effective. There are many AARs where 

the audience is silent, reluctant to talk, or quick to shut down discussion. Like any task, 

conducting AARs is a skill that can be improved with practice. Preparing for this as a part of 

the eight-step training model will lead to improvement125.  

The last step to effective leadership is retrain. In this phase, leaders dedicating time to 

retraining allow even the best units to sustain their strengths, improve their performance, or 

expand their skills through adding a layer of complexity by performing the training at night, 

with a junior leader in charge, or some other variation to challenge the unit126. 

The model presented above has significant overlap with TLPs, making it especially 

effective for leaders at the company level and below. Leaders can implement this to develop 

effective training and simultaneously implement TLPs. Although it is numbered and leaders 

must realize that it is not meant to describe events in sequence. As with TLPs and the military 

decision-making process, the model is not linear. Leaders most effectively implement these 

approaches incrementally, by thinking through all the steps and identifying where and how 

information is related. Leaders frequently revisit these steps to ensure integration. For 

example, leaders need to identify the type and technique they will use for their rehearsal. This 

specific guidance needs to be published in the written order, and leaders must be trained and 

certified to ensure that they are adequately prepared for a specific task. A leader who follows 

the presented model in a lockstep manner will miss this integration. 

                                                 

125 U.S. Training Circular (TC) 25-20, A Leader’s Guide to After Action Reviews, DC: U.S. Government Printing 

Office, Washington 1993. 

126 Ibidem. 
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As the Army transitions from frequent deployments and adjusts to a more limited 

budget, effective training will become increasingly important. Preparing junior leaders to train 

is essential and a simple and proven technique can be applied to a wide spectrum of training.  

In the following example of training – a road security operation – individual steps and 

performance measures that the leader should follow after receiving the task to be carried out 

are defined. 

TASK:  Secure Routes 

CONDITIONS:  The company is conducting operations as part of a larger force and has 

received an operation order (OPORD) or fragmentary order (FRAGO) to secure one or more 

routes. The start point(s) and release point(s) are specified. All necessary personnel and 

equipment are available. Engineer support is available. The company has communications 

with higher, adjacent, and subordinate elements. The company has been provided guidance on 

the rules of engagement (ROE) and/or rules of interaction (ROI). Coalition forces and non-

combatants may be present in the operational environment. Some iterations of this task should 

be conducted during limited visibility conditions, in high traffic areas. 

TASK STANDARDS:  The company secures the route(s) in accordance with (IAW) tactical 

standing operating procedures (TSOP), the order, and/or higher commander’s guidance. The 

company clears and secures the route, and marks the route and/or provides guides. Friendly 

units are able to move along route with minimum enemy interdiction.  The company complies 

with the ROE and/or ROI. 

TASK STEPS AND PERFORMANCE MEASURES GO NO-

GO 

 1. Company leaders gain and/or maintain situational understanding using 

information that is gathered from FORCE XXI Battle Command – 

Brigade and Below (FBCB2) (if applicable), frequency modulated (FM) 

communications, maps, intelligence summaries, situation reports 

(SITREPs), and/or other available information sources. 

  

 2. Company commander receives an OPORD or FRAGO and issues warning 

order (WARNO) to the company using FBCB2, FM, or other tactical 

means. 

  

 3. Company commander plans using troop-leading procedures.   

 a. Conducts analysis based on factors of mission, enemy, troops, terrain, 

time available, and civil considerations (METT-TC). 
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TASK STEPS AND PERFORMANCE MEASURES GO NO-

GO 

 (1) Considers the enemy’s capabilities, likely courses of action 

(COAs), and specific weapons capabilities. 

                  (2)  Understands demographic areas along route and key civilian 

activities that has occurred within the zone or along the route.  

  

 b. Conducts a digital and/or conventional map reconnaissance.   

 (1) Identifies the route(s), critical points, checkpoints, and control 

measures.  (Commanders should consider multiple locations for 

all static positions to allow subordinates to move to throughout 

the mission as a force protection measure). 

  

 (2) Identifies tentative rally points.     

 (3) Identifies tentative security and support by fire.   

 (4) Identifies likely enemy avenues of approach.   

 (5) Identifies route(s) to and from rally points.   

 (6) Identifies tentative observation post location(s).   

 (7) Marks tentative dismount points on digital and conventional 

maps as appropriate. 

                  (8)  Identifies location for posturing of reserve forces. 

  

 (9) Identifies choke points that canalize movement.   

 (10) Identifies potential danger areas.   

 (11) Identifies possible by-pass for danger areas, obstacles, and/or 

choke points. 

  

 (12) Determines locations of bridges.   

 (13) Determines classification of bridges, if possible.   

                (14)  Identifies high traffic areas.   

 c. Plans and coordinates indirect fire support and/or close air support, if 

available. 

  

 d. Identifies direct fire responsibilities.    

 e. Designates control measures such as checkpoints.   

 f. Identifies communication requirements.   

 g. Coordinates and synchronizes activities within each battlefield 

operating system (BOS). 

  

 h. Organizes the company as necessary to accomplish the mission 

and/or compensate for combat losses. 
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TASK STEPS AND PERFORMANCE MEASURES GO NO-

GO 

 i. Addresses actions on chance contact with the enemy.   

 j. Plans and coordinates combat service support (CSS).   

 4. Company commander coordinates with the higher reserve force 

commander/leader, if applicable. 

  

 a. Confirms higher level reserve force radio frequency(ies), call sign(s), 

and recognition signals and C2 relationships. 

  

 b. Identifies probable linkup points.   

 c. Confirms linkup procedures.   

 d. Confirms battle hand-off procedures.   

 e. Confirms procedures for transfer of information.   

 f. Addresses company actions on encountering:   

 (1) Belligerent forces and/or persons.   

 (2) Mines and booby-traps.   

 (3) Snipers.   

 (4) Roadblocks.   

 5. Company commander issues orders and instructions to include ROE 

and/or ROI. 

  

 a. Issues clear and concise taskings to platoons/elements.   

 6. Company conducts a rehearsal.   

 7. Company commander issues FRAGOs, as necessary, to address changes 

to the plan identified during the rehearsal. 

  

 8. Company commander or designated representative and reconnaissance 

element conducts the reconnaissance based on factors of METT-TC. (if 

applicable). 

  

 a. Enters waypoints into position navigation (POSNAV) equipment to 

aid navigation. 

  

 b. Pinpoints the route(s), critical points, checkpoints, and rally points.   

 c. Verifies and updates intelligence information.   

 d. Leaves a surveillance team to observe the route(s) and critical points 

as required. 

  

 e. Returns to company position.   
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TASK STEPS AND PERFORMANCE MEASURES GO NO-

GO 

 9. Company commander adjust the plan based on updated intelligence and 

reconnaissance effort. 

  

 10. Company commander updates the enemy situation.   

 11. Company commander disseminates updated digital reports (if applicable), 

overlays, and other pertinent information. 

  

 12. Company moves to SP.   

 a. Enters waypoints into position navigation (POSNAV) equipment to 

aid navigation. 

  

 13. Company elements conduct route(s) security operations.   

 a. Provide a route(s) overlay or detailed sketch to higher headquarters, 

convoys, and escorts, if used. 

  

 b. Secure critical and/or dominant terrain.   

 c. Establish surveillance of the route(s).   

 (1) Occupies observation posts (OPs) with clear fields of 

observation. 

  

 d. Mark and/or clears the route(s) of mines and booby-traps within their 

capability. 

  

 e. Repair bridges and prepares fords and bypasses within their 

capability. 

  

 f. Mark the route(s) and/or provide guides at bypasses and/or detours 

along the route(s), as required. 

  

 g. Patrol the designated route(s).   

 h. Send situation reports (SITREPs) using the size, activity, location, 

unit, time, and equipment (SALUTE) format. 

  

           i.  Requests Engineer support, if needed.   

  14. Company commander supervises route(s) security operations.   

 a. Ensures element leaders and escorts report control measures as 

directed by the OPORD or TSOP. 

  

 b. Maintains communications with elements, OPs, security patrols, 

reserve force, and higher headquarters. 

  

 c. Monitors convoys in transit along the route(s).   
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TASK STEPS AND PERFORMANCE MEASURES GO NO-

GO 

 d. Maintains routine civilian traffic flow in order to prevent disruption 

of operation.  Can be civilian foot or vehicle traffic. 

  

 e. Reacts to attempts to interdict route(s) IAW the ROE, order, and/or 

guidance from higher headquarters. 

  

 (1) Employs platoons to defeat enemy forces.   

 (2) Requests reserve support, if available.   

 (3) Employs other elements such as Army aviation, if available.   

 f. Employs the reserve as part of the company or responds to orders of  

the higher reserve commander, depending on decision of the 

company commander. 

  

 g. Submits reports IAW the OPORD and unit SOP.   

 h. Uses FRAGOs as necessary to redirect actions of subordinate 

elements. 

  

 15. Company consolidates and reorganizes as necessary.   

 16. Company secures enemy prisoners of war (EPW) as required.   

 17. Company treats and evacuates casualties.   

 18. Company processes captured documents and/or equipment as required.   

 19. Company continues operations as directed.   

Table 1. Task steps and performance measures, References on FM 7-10 and FM 101-5-1 and ADRP 6-22 

 

Effective team – successful leader 

Teams are an essential configuration of how people come together to accomplish 

missions. In the Army, teams occur throughout every structure level of the organization. The 

Army as a whole is teams of teams. It begins with buddy teams – two military members who 

look after each other in a variety of positions and environments. The missions of the Army 

demand that leaders and teams be developed and ready. It is proven that a team is more 

effective than an individual when members work together, using their unique skills, 

experiences, and capabilities. The military leadership competency categories cover how 

leaders lead; develop themselves, their subordinates, and organizations; and bring efforts 

together to achieve results. Army leaders are charged with developing others and conducting 

team building. Holistic leader development programmes contribute to unit cohesion, 
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resilience, and agility by producing leaders and teams that are creative, life-long learners, 

adaptable, and capable of exercising mission command. The mission command philosophy 

helps to set the conditions for developing teams. Creating a shared understanding is the first 

step and most important in developing a team. It gives the team a unifying purpose. The 

leader sets the tone; in a team-focused climate, members understand how they contribute to 

the overall success of the organization. Knowing the ‘why’ drives each action taken. 

Developing an overall sense of team and building an effective high quality team are two 

separate actions that should be parts of the overall leader development programme. The goal 

of team building is to improve the quality of the team and how it works together to 

accomplish the mission127. 

A competent leader attempting to build the team needs to have a good understanding 

of the specific short-term goal of the relationship and the upcoming culminating exercise or 

deployment. This will enable him to share a common concept of operation, through which 

others can share their knowledge and experience. General Petraeus noted that strategic 

thinkers have to “get the big ideas right”; however, the same critical thinking and 

methodology helps to get any group of people moving in the right direction128. Though the 

team leader should approach the initial team meeting with an understanding of the next task, 

order, exercise or deployment based on a shared agreement with the higher commander, they 

should also solicit opinions from others in the team about their perceptions of what the team’s 

goals should be. All of these views should help form a shared understanding. The leader must 

guide the team’s individual members through “practice by thinking (talking) through the 

situation…[to help]…the collective team envision the execution”129.  

A good leader can design a larger leader professional development programme that 

targets specific groups with specific programmes. This is an important portion of team 

building, where the shared understanding of the team is helpful in similar situations. 

Additionally, the leader must lead the group to work through a series of “what if” scenarios. 

This allows each member insight into how others may react in unexpected situations. The 

                                                 

127 Leader’s Guide to Team Building: Building Adaptive High-Performance Teams, Center for Army Lessons 

Learned, Fort Leavenworth 15, p. 15. 

128 D. Petraeus, Getting the Big Ideas Right: The Strategic Concepts that Helped Achieve Substantial Progress in 

Iraq, The Heritage Foundation, 8 October 2008, http://www.heritage.org/middle-east/report/getting-thebig-ideas-

right-the-strategic-concepts-helped-achieve-substantial, 20.09.2018 

129 Leader’s Guide to Team Building…, op. cit., p. 17. 

http://www.heritage.org/middle-east/report/getting-thebig-ideas-right-the-strategic-concepts-helped-achieve-substantial
http://www.heritage.org/middle-east/report/getting-thebig-ideas-right-the-strategic-concepts-helped-achieve-substantial
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team must review what it learned and discuss ways to develop a consensus on interacting and 

working. The leader needs to publish after action reviews after talking through specific 

scenarios. As a rule, the leader should allocate the same amount of time to review as was 

allocated to conduct the scenario. When the teams achieve consensus, the leader should 

consider developing standard operating procedures, and when situations still need to be 

prepared, he should publish an after action review. The leader should forward as much 

information as possible to the team members’ supervisor.  

This helps with the sharing of knowledge and experiences, and creates an operational 

concept. In this step, leader can ask a series of questions to help the team members identify 

team requirements. Sample questions may include the following: What is important about this 

mission/task and why? What team and/or mission goals need to be considered and why? What 

are the preferences of the senior-level management, if any, and what guidance is offered? 

What strategies should the team consider to reach these goals and why? Which team members 

should be responsible for what and why? Whom should the team collaborate with? What 

would the team expect in the way of resources from higher headquarters and why? What can 

be provided from “the field” bottom up? What work-arounds might the team use to deal with 

this situation? 

This methodology to build a team provides well-developed insight by all team 

members into possible future actions by individual team members. This insight is key to 

flattening the organization, a key component to a synergistic team130. Remember: leaders have 

to focus on team building within and outside of their organization to be successful. Focus on 

the team should be the priority of the leader. An advocacy by leaders on missions, with a 

specific emphasis on the importance of building teams, no matter the audience, is the key to 

success. 

A competent leader should look for effective solutions aiming to improve his own 

effectiveness of commanding his subordinates. Other leaders’ experience is of considerable 

value and gives the opportunity to implement the best solutions or avoid past mistakes.  

Strategic leaders should consider the following teambuilding lessons learned. Army 

documents, such as Department of the Army’s Leader’s Guide to Team Building, provide a 

set of guidelines that leaders can follow when building teams and assigning tasks131: 

                                                 

130 Ibidem, p. 18 

131 Leader’s Guide to Team Building…, op.cit.,p. 16-17. 
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 Carve out teams assignments that tackle specific issues. Team members will be able to 

connect their efforts that can be linked to organizational change.  

 Assign tasks to one or more individuals for later integration by the entire team in 

subsequent working sessions. This technique causes members to do real work together 

beyond full team meetings, allowing team involvement and accountability to grow 

outside the context of team meetings. 

 Determine team memberships based on skill not position. Skill-based membership 

relieves the difficult constraint of hierarchically imposed membership that also bring a 

political dimension to team meetings. 

 Set and follow rules of behaviour similar to those used by other teams. Senior 

management teams can facilitate a greater degree of mutual accountability by setting 

and following the same rule of conduct that help teams at all levels of the organization 

provide focus, avoid, and promote openness, and trust132. 

These lessons learned may offer competent leaders some tools to build and develop 

teams. High performance teams do not exist because leaders merely hope they exist.  Rather, 

they exist because effective leaders possess the ability to apply teambuilding skills133.  

Team building is one of the most widely used group-development activities in 

organizations. In the literature on team building, we can find that the team can be created in 

two different ways. First, set the goal for which the team is created, and then select its 

members so that their impact on achieving this goal is maximized. Many structured assembly 

methods of team building have been developed. Team building techniques can be defined as 

the process of diagnosing the correctness of teamwork procedures and group support in 

creating behavioural norms. An effective leader should have the skills to use team building 

techniques that involve problem solving, decision making and group norm creation that 

encourages analysing team performance and discussion134. 

 

Team building techniques –  suggestions for leaders of exercise scenario  

Team building techniques include activities with leaders/personnel who need to learn how to 

share authority, how to motivate a team, how to create an atmosphere of trust and 

                                                 

132 Ibidem, p. 17. 

133 Ibidem, p. 17. 

134 B. W. Tuckman, Developmental Sequence in Small Groups' [online],http://openvce.net/sites/default/files 

/Tuckman1965DevelopmentalSequence.pdf  41, 20.09.2018 

http://openvce.net/sites/default/files
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commitment. For team building techniques, activities and training sessions are used to 

improve the ability to communicate, set goals, diagnose group processes, and make people 

aware of their limitations135. Usually, the activities are designed to bring groups together to 

work as a team, provide opportunities for practical problem solving and improve leadership 

and communication. Before undertaking any activities, a risk assessment must be conducted 

to ensure the activity is safe, some may require personal protective equipment. Most of the 

activities within can be adapted to suit the ability or size of group or equipment a good leader 

has available136.  

Below are a few things which a leader should consider before starting team building 

activities137: 

 Are you going to appoint a leader or allow the group to decide who is in charge? 

 Are you going to impose extra restrictions to make the task more difficult?   

 Are you going impose a time limit? 

 Are you going to brief the whole team or just the leader? 

 Are you going to provide the team with extra equipment to make it easier/harder or to 

act as a “red herring”? 

 Are you going to take away equipment or impose extra restrictions as a penalty for 

rule breaking? 

 Are you going to give the team the equipment required or scatter it around a larger 

area to add an extra element to the task? 

Remember: A team consists of several individuals coming together to complete a task. 

Different team members will bring different strengths to a team, therefore if you as a leader 

want maximum participation and know your groups well, roles can be created to help include 

individuals. This may mean that not all individuals within the team need to complete the 

physical task, but instead some less able individuals could act as a coordinator, 

communicator, time keeper etc. 

 

 

                                                 

135 Ibidem. 

136 Armstrong M., Zarządzanie zasobami ludzkimi. Strategia i działanie, Wydawnictwo Profesjonalnej Szkoły 

Biznesu , Kraków 1996, p. 140. 

137 Ibidem, p. 141. 
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Below are some selected team building techniques that can be used to improve the 

group’s efficiency in the areas of communication, motivation and building relationships: 

Bridge:  

Group Size: 4-6 and up or just one big team (suitable for large groups). 

Duration: 2-3 hours. 

Venue: Indoors. Can make use of your existing meeting space. 

Key Themes: Teamwork, leadership, communication, seeing the bigger picture, decision-

making, change, complexity, task/information overload, cognitive bias, perseverance, cross-

functional working, team roles. 

Requirements: Newspapers (lots), easy tear tape, one jug. 

Sorting the teams: to get the group sorted, you can use the animal sound game. On chits of 

paper write: duck, dog, cat and cow. Equal number of the four animal chits must be present. 

Ask each person to come and collect one chit each and not show anybody their chit. The 

ducks, dogs, cows and cats are to form their groups by making the respective animal sounds. 

So the room's going to be filled with quacks, bow wows, moos and meows. At the end you 

will have four groups. 

How to Play (1): To each team, provide equal amounts of newspaper and sticking tape. Give 

them 30 minutes to build a bridge, which can withstand the weight of a water jug. The rule to 

be remembered is that the bridge should have only two pillars to support itself. At the end of 

the building time, the team which builds the strongest bridge, sustaining the weight of the 

water jug is the winner. 

Learning: This indoor team game deals more with strategic management and optimum 

utilization of resources. Each team has to conduct a brainstorming session among themselves, 

so as to come up with the best technique to build the strongest bridge. 

How to Play (2): Give teams fence posts, stakes, planks, boards, pallets, rope and anything 

else you think they will need.  The teams aim will be to build a bridge over a river (up to 2 

meters across) which is at least 2 ft above the water (a ditch or gap between 2 platforms could 

also be used.  This will take a lot of planning so give 15 minutes plan time and then 45-90 

minutes build time.  If conducting this task in woodland, you could add another dimension by 

giving teams minimal equipment like rope and them having to find branches, logs etc. in the 

woods138. 

                                                 

138  Olszewski A., Pora na zespoły, Personel i Zarządzanie, 2003, no 2, p. 34-36. and Internet: 

https://www.wrike.com/blog/team-building-games/, 20.09.2018 

https://www.wrike.com/blog/team-building-games/
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Water supplier:   

Group Size: 2-5 and up. 

Duration: 1-2 hours. 

Venue: Outdoors or Indoors.  Can make use of your existing meeting space. 

Key Themes: Teamwork, leadership, communication, time pressure. 

Requirements: cups, bowls and buckets. 

How to Play: Split your group in to teams of 2 – 5. This task is best completed outside or in 

an area where very little equipment is available (cups, bowls and buckets) as the teams will be 

able to use anything they can find. There will be 2 water containers (the bigger the better) 5 

meters apart, 1 full and 1 empty. The teams’ aim will be to transfer as much water as possible, 

in 5 mins, without moving either container. They can use anything to hand. If this is too 

difficult, it could be made simpler by giving each team extra equipment such as cups or 

buckets, or even obscure items such as funnels. It is best if teams cannot see the other teams 

attempt the challenge, so they cannot copy ideas. The team with the most water in container 2 

after 5 mins is the winner139. 

The Skiers: 

Group Size: 3-6 and up. 

Duration: 1-2 hours. 

Venue: Outdoors or Indoors. 

Key Themes: Teamwork, leadership, communication, time pressure,  

Requirements: rope, paper etc. 

How to Play: Split your group in to teams of 3 – 6. You will need a set of “Team Skis” or you 

could also use a length of rope and tie all right legs together at short intervals and the same 

with the left. Either way this should restrict movement so that the team will have to work 

together just to walk. What you do now is your choice. It could be a simple race, short or long 

distance or it could be to complete a task or race over a simple obstacle course. 

The Mine Field: 

Group Size: 4-10 (even numbers) 

Duration: 15-30 minutes. 

Venue: Outdoors or Indoors. 

Key Themes: This game focuses on trust, communication and effective listening. 

Requirements: Various handheld objects, several blindfolds. 

                                                 

139 Olszewski A., Pora na zespoły…, op.cit., p. 13. 
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How to Play: Find an open space such as an empty parking lot or a park. Place the objects 

(cones, balls, bottles, etc.) sporadically across the open space. Have everyone pair up, and 

make one person from each pair put on the blindfold. The other person must lead their 

teammate from one side of the open space to the other without stepping on the objects – using  

only verbal instructions. The blindfolded person cannot speak at all. To make it more 

difficult, create specific routes the blindfolded team members must walk140. 

Decision-Making Under Time Pressure: 

Group Size: 12-24 (two teams).  

Duration: 1-3 hours. 

Venue: Outdoors or Indoors. 

Key Themes: Team Building, time pressure, communication and effective listening. 

Requirements: (4) 2x6’s, (6) 2’x2’x2’ wooden boxes, (1) 4’x4’x2 wooden box, (1) Left to 

Right timed Sprinkler, a hose and water hook up and warm weather, flash lights. 

How to Play: Make sure the 2x6’s are sanded down and the edges are rounded. This will help 

prevent splinters. Set the 2x2x2 wooden boxes in line with (3) boxes in the left side and (3) on 

the right side. Set the sprinkler in the middle of the course. Put the 4x4x2 box at the top of the 

course. Cadets must go from the left side to the right side using only the 2x6’s. The cadets are 

set up into two teams – one on the left, and one on the right side of the course. The leader 

must make the decisions on when to go, who to send and how many people on the team will 

participate. The more cadets, the less likely you are to win (there can be no less than four 

cadets on either side). When the cadets start, they must time their advance from the sprinklers 

movements. If they are hit by the sprinkler, they are caught in an acid bath and can no longer 

continue. As the cadets progress through their courses, they will get to the 4x4x2 box. This is 

a safe zone.  The cadets on the right side can only use one side of the box while the left side 

uses the other. The team that makes it from one side to the other with the fastest time and no 

less than 4 cadets wins. There are some rules though:  

• Only one cadet can be on a box at a time.  

• No more than two cadets can be on a 2x6.  

• You have two move using both 2x6’s and they cannot touch the ground. 

• If you lose a 2x6, you can only use one. If you lose both, you are done.  

• Take caution. The boards will be slippery when wet, so crawling on your knees is advised.  

                                                 

140 Internet: https://wheniwork.com/blog/team-building-games/, 20.09.2018 
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• There is no pushing around in the safe zone. If no one listens to the leader, then that team 

fails.  

Variations: Have two teams of 12 cadets on each side and only take 6 to either the left or the 

right side. You must send at least two cadets back to the beginning to pick them up141. 

 

Team building as development from an Army Civilian supervisor: Team building 

projects are a huge success. Together we have a brainstorming activity or a process review. 

We discuss where the team feels shortcomings. We have improved directorate 

communications, eased document processing, made procedures more efficient, and clarified 

desired outcomes from a team perspective. We also do monthly training and pass the helm to 

someone different every month to run it. This gives them a sense of responsibility, helps them 

feel engaged, and affirms their expertise. It develops their self-confidence as well. 

In this part, cadets will get information on how to rapidly build and effectively employ 

cross-boundary teams that are highly competent both in making and executing decisions and 

in learning and adapting together. It helps the team gain common understanding of the 

situation and requirements, and quickly reach a higher level of performance.  

In today’s fast-changing environment, teams are frequently nested into a larger 

network of effort. The team’s inoperability, however, is often spotlighted as the natural by-

product of cultures, regulatory systems, geographical dispersion, methodologies, inconsistent 

languages or lexicons and juxtaposed organizational interests142. 

Navigation: 

Group Size: 3-6 and up. 

Duration:  1-2 hours. 

Venue: Outdoors or Indoors.   

Key Themes: Team building, communication, trust in one another. 

Requirements: Blindfolds, pencil, paper, (2) two-way radios. 

How to Play:  In this leadership control scenario, the leader must pick three cadets: a 

radioman, a navigator and a point man. The radioman will sit outside of the challenge area 

with a map (turned upside down), a pencil and a radio. All the cadets will be inside of the 

course area, blindfolded and in a single file line. The navigator will have a radio to 

communicate with the radio man on the outside. The cadets will be blindfolded and line up a 

                                                 

141 M.S. Horslay, Train to win, Materials dedicated for training RTOC Cadets from University of Charslston. 

142 Ibidem. 
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single file with a hand on each other’s left shoulder. The point man will be up front to steer 

the group of cadets. The leader will be the second cadet. The navigator will be the last cadet. 

The radioman will read the map and mark off the position of the cadets inside the course area. 

It is this cadet’s responsibility to get the group to their objective and back again. The 

navigator will be at the rear of the group. They will talk to the radioman and tell the cadet in 

front of them where to go. The cadets must talk quietly as they pass the information to each 

other up to the point man. The point man will guide the group through the course by the 

directions relayed up from the navigator. The leader must keep control of the noise, silliness, 

and reliability of the information passed up from the navigator. The ultimate objective is to 

make it to the designated area on the map and back again without losing anyone or breaking 

apart their formation. The formation must make it to the target area and the leader must then 

switch everyone (except the radioman around). The Formation must then make it back to the 

starting point. There is a time limit and the formation must all make it back if a cadet stops 

without communicating. They will break the formation apart and never find each other to link 

back up143. 

Bridge 2: 

Group Size: Split cadets into teams – normally 5 or 6 in each seems to work great. 

Duration: 1 hour. 

Venue: Outdoors or Indoors. 

Key Themes: Team building, communication. 

Requirements: The materials you need: 20 sheets of paper, 20 sticky labels, 1 pencil, 4 paper 

clips, 4 treasury tags, 1 glue stick (shared between 2 groups). 

How to Play:  Build a bridge to cover the distance measured on the floor – about 2ft allows 

good designs: 

 The bridge that supports the maximum number of Jenga blocks is the winner. 

 If there is a tie then the bridge that covers the longest distance without touching the 

floor is the winner. 

 You can only use the materials provided. 

 The construction must be free standing.  

 The teams will have 35 minutes to build and position their bridges. 

                                                 

143 Ibidem. 
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Once the time is up, then you will need a tower of “Jenga” blocks (or a number of weights 

that can be added one at a time). Then start piling on the blocks one at a time until the bridge 

gives way. If the bridge holds, then the longest one wins144. 

In summary, team-building activities can be organized in small groups (between 2 and 

10 service members at squad level), mid-sized groups (between 11 and 30 service members at 

platoon level) and large groups (more than 30 service members). To sum this part up, we 

should know that military team-building activities are necessary to teach troops to depend on 

one another, work well under pressure and build a sense of unity and loyalty. 

 

Feedback – effective communication with your team 

Feedback is necessary to guide and gauge development. Formal and informal feedback 

based on observation and assessment provide information to confirm or increase self-

awareness about developmental progress. For example, the Army established performance 

monitoring, evaluation reports, coaching, mentoring, and growth counselling processes to 

engage leaders and individuals. Each is essential for development145. 

Leaders need to learn how to observe subordinates and provide developmental 

feedback. Using multiple methods of assessment and feedback provides a robust and more 

accurate picture of the individual and provides better developmental opportunities. A effective  

leader’s ability to provide feedback to subordinates will significantly contribute to their 

development. It will enhance and accelerate learning from the day-to-day work experience – 

the most valued and effective environment for leader development. Timely, accurate feedback 

should translate into better leader performance, which will in turn have an effect on unit 

performance and mission success. Providing accurate feedback starts with planned 

observation and accurate observation and assessment. 

The basis of effective feedback is observation of subordinates and using available time 

productively in accordance with the following instructions: see them challenged by a 

developmental need; see them excel by applying a personal strength; observe their actions 

during critical times of unit performance; see them reach their limits of strength and 

                                                 

144 Ibidem. 

145  Internet: https://www.forbes.com/sites/forbescoachescouncil/2018/01/16/being-a-great-leader-means-giving-

and-receiving-feedback/#109a08a6ebc9, 22.09.2018 

https://www.forbes.com/sites/forbescoachescouncil/2018/01/16/being-a-great-leader-means-giving-and-receiving-feedback/#109a08a6ebc9
https://www.forbes.com/sites/forbescoachescouncil/2018/01/16/being-a-great-leader-means-giving-and-receiving-feedback/#109a08a6ebc9
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endurance; observe decision-making and conduct; observe their effect on subordinate leaders 

and soldiers; see them relaxed and available for conversation146. 

When experienced leaders reflect on their own leader development, they place high 

importance on day-to-day, two-way communication with their senior leaders because they do 

the same with their subordinates. Feedback is less effective if a leader waits until there is time 

for a formal sit-down counselling session to provide feedback. Leaders should provide 

feedback as soon as possible after observing a particular leader behaviour to encourage 

positive effects. Day-to-day informal feedback makes sitting down with subordinates for 

developmental counselling much easier. This informal feedback develops a shared 

understanding of the subordinate’s strengths and developmental needs. Still, many leaders 

find it difficult to sit down with a subordinate to engage in developmental counselling147. 

Providing feedback on every observed act, response, or behaviour will overwhelm a 

subordinate. Provide feedback based on established competencies and attributes. Focus 

feedback on a few key behaviours that, if changed, will contribute the most to improved 

leader and unit performance. Having a focus for improvement will also motivate the 

subordinate to implement change148. 

There are two ways to get feedback: observe how others interact with you or ask them 

directly. Supervisors have an explicit role in subordinate development. Subordinates should 

consult supervisors for guidance about development goals or any other aspect of self-

development149. 

First, the leader should make observations on different occasions. Watching the same 

person several times will help the leader to see trends that may be a sign of a firmly held 

opinion of him. One observation is not reliable, as that behaviour may have been a result of 

other issues. 

Second, consider the circumstances. What outside factors influenced the person’s 

decisions and actions? For example, if your supervisor selected someone else to perform an 

important task, was it because you were too busy or unavailable? 

                                                 

146  Internet: http://www.evidencebasedteaching.org.au/crash-course-evidence-based-teaching/how-to-give-

effective-feedback-to-your-students/, 22.09.2018 

147 U.S. Army Techniques Publication (ATP) 6-22.1, The Counseling Process, DC: U.S. Government Printing 

Office, Washington 2014 , p. 2-1. 

148 Ibidem, p. 2-1. 

149 U.S. Army Regulation (AR) 600-100, Army Leadership, DC: U.S. Government Printing Office, Washington 

2007, p. 2-4. 

http://www.evidencebasedteaching.org.au/crash-course-evidence-based-teaching/how-to-give-effective-feedback-to-your-students/
http://www.evidencebasedteaching.org.au/crash-course-evidence-based-teaching/how-to-give-effective-feedback-to-your-students/
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Remember: feedback is an opportunity to gain information about how well you are 

doing. Feedback can include direct feedback, personal observations, analysis of response 

patterns, and acknowledgement of outcomes150. 

Consistent and regular feedback provided through coaching, counselling and 

mentoring has multiple benefits (see table 1). First, feedback helps a person improve at their 

position by identifying specific areas in which they excel as well as those in need of 

improvement. Feedback also helps to gauge subordinate engagement, motivation, and morale. 

The exchange of feedback keeps leaders informed on an organization’s collective strengths 

and developmental needs. For a better understanding of feedback, selected guidelines of 

effective feedback have been presented below. 

Tips for effective feedback for leaders (according to following source materials: 

ADRP 1. The Army Profession, 14 June 2013. ADRP 6-0. Mission Command, 17 May 2012. 

ADRP 6-22. Army Leadership, 1 August 2012. ADRP 7-0. Training Units and Developing 

Leaders, 23 August 2012)151: 

1. Strength Indicators: gives and seeks accurate and timely feedback; uses 

feedback to modify duties, tasks, and procedures where appropriate; provides 

regular, ongoing feedback and coaching to subordinates to increase their 

awareness of performance; uses assessment techniques and evaluation tools, 

such as after action reviews, to identify lessons learned and facilitate 

continuous improvement152. 

2. Need Indicators: comments on subordinates’ personal characteristics and not 

their work behaviours; provides feedback infrequently or only during official 

performance reviews; tends to provide only positive or only negative feedback; 

does not provide the subordinate with clear feedback on what success looks 

like; provides feedback without considering an appropriate setting or time; 

ignores reviews and other evaluation tools (is not incorporated into 

modifications of procedures)153. 

                                                 

150 Ibidem, p. 2-4. 

151 Internet: https://goalsandachievements.com/10-tips-for-giving-effective-feedback/, 22.09.2018 

152 U.S. Army Doctrine Reference Publication (ADRP) 1, The Army Profession, DC: U.S. Government Printing 

Office, Washington 2013, p. 5. 

153 U.S. Army Doctrine Reference Publication (ADRP) 7-0, Training Units and Developing Leaders, DC: U.S. 

Government Printing Office, Washington 2012, p. 4. 

https://goalsandachievements.com/10-tips-for-giving-effective-feedback/
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3. Underlying Causes: overworked and unable to find the time to give feedback; 

unaware of the relationships between frequent and consistent feedback, 

subordinate motivation and morale, and improving performance; feels 

uncomfortable providing negative feedback or discussing areas for 

improvement; believes feedback should be corrective (such as what is not 

working) rather than supportive; lacks knowledge in how to deliver 

constructive feedback to guide subordinates toward success154. 

4. Feedback: get feedback from subordinates on the frequency and quality of the 

performance feedback you provide; determine if subordinates consider your 

feedback helpful and timely; are they using it to modify their behaviours?; 

informally gain input from the team after completing a task or project; collect 

the input first without offering feedback; use information in a formal after 

action review; self-assess the frequency and quality of feedback you provide; 

notice how often you give feedback, to whom and when, and indications of 

how it was received; seek counsel of a trusted senior subordinate to verify and 

validate your self-assessment; ensure that your subordinates understand what 

you communicate by using a feedback loop or asking a question such as “How 

will you implement this? What will you take away from our discussion? What 

changes do you plan to make immediately?”; observe the actions of someone 

who provides accurate, effective, and frequent feedback; watch their actions 

and feedback methods; determine if there are aspects of their approach that you 

may be able to adopt and incorporate; observe subordinates’ work to determine 

their strengths and developmental needs; document and prioritize needs; 

identify candidates for immediate feedback and coaching155. 

5. Study: study the principles and techniques of active listening; study 

subordinates’ behaviours when giving feedback; what nonverbal behaviours do 

they demonstrate?; determine if they demonstrate openness or reluctance to 

accept feedback; consider how to adjust feedback to ensure receipt of the 

message; take a course with situational exercises and role-plays that have 

                                                 

154 Ibidem, p. 5 

155 Ibidem, p. 5. and U.S. Army Doctrine Reference Publication (ADRP) 6-0, Mission Command, DC: U.S. 

Government Printing Office, Washington 2012, p. 29. 
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participants practice delivering feedback; learn to give feedback effectively by 

doing156.  

6. Practice: use the seven pillars of effective feedback; be constructive, objective, 

specific, timely, considerate, future-oriented, and make sure that feedback is 

ongoing; create a schedule outlining key project milestones; provide feedback 

to the team members and subordinates shortly following each milestone; 

provide feedback that will improve tomorrow’s performance, not fix 

yesterday’s; ensure feedback enables subordinates to determine their next steps 

for development; practice giving praise for positive performance; describe 

specific positive behaviours, their results, and the effect on work products or 

team efforts; identify unique situations, such as a typically high performing 

subordinate who is struggling with one aspect of their position and tailor 

feedback accordingly; provide feedback and actively listen to the subordinate 

describe the situation157. 

In summary, the primary goal of feedback is development. Open communication 

fosters trust and teamwork which generally lead to empowerment and productivity. The most 

valuable kinds of feedback are the daily interactions between leaders and their people – 

interactions that cannot be captured on paper. These interactions may enable the leader to 

make the subordinate’s job easier or find out what may be in the way of accomplishing the 

job. It is important to note that feedback can be delivered in two ways – from leader to 

subordinate and vice-versa. In accordance with AR 350-1. Army Training and Leader 

Development and ADRP 6-22. Army Leadership, 1 August 2012, leaders need to provide 

straightforward feedback to their subordinates, articulate their strengths and weaknesses, and 

let them know specifically how they can improve158. 

Developing our leaders is integral to our institutional success today and tomorrow. It is 

an important investment to make for the future of the EU and NATO forces, because it builds 

trust in relationships and units, prepares leaders for future uncertainty, and is critical to 

readiness and our Army’s success. Effective leadership skills involve multiple practices that 

ensure people have the opportunities to fulfil goals and that the common army has capable 

                                                 

156 Ibidem. 

157 Internet: https://usacac.army.mil/cac2/CAL., 22.09.2018 

158 U.S. Army Regulation (AR) 350-1, Army Training and Leader Development,  DC: U.S. Government Printing 

Office, Washington 2014, p. 27. 
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leaders in position and ready for the future. The practices include recruiting, accessions, 

training, education, assigning, promoting, broadening, and retaining the best leaders, while 

challenging them over time with greater responsibility, authority, and accountability. 

Competent army leaders assume progressively broader responsibilities across direct, 

organizational, and strategic levels of leadership159. 

To sum up the above chapter, we can conclude that effective leadership understood as 

the power of ethics and morality, a carrier of national and state values, excellent knowledge of 

the art of war presented in the art of command, knowledge of technology and principles of 

building social relations is the basis of every military leader. In order for a leadership style to 

be effective, the commander should display certain core competencies. Among many 

important features that should be characteristic of an effective leader, those that stand out 

include the ability to build commitment, lead by example, build a team and trust, and motivate 

others to develop and achieve results. The desired set of competencies allows us to hope that 

the planned and organized training will be interesting enough, carried out with innovative 

methods and, above all, ensure the achievement of the desired level of training. Only a well-

trained team can be effective, and the team’s effectiveness is a measure of the success 

achieved by the leader. An essential element of effective training is feedback prepared and 

given to subordinates. It is thanks to good communication in the team and between the team 

and its leader that it is possible to build a cohesive team and establish appropriate 

relationships. 

The effective leadership discussed in the above chapter is an essential way to ensure 

the ordered control of combat elements, which in turn reduces the level of stress resulting 

from the uncertainty of the battlefield. Stress management in a team in combat conditions is 

not possible without a good knowledge of team members, unwavering trust between the 

leader and his team members and a high level of professional preparation. Building an 

effective team that knows its tasks on the battlefield and is aware of the threats it poses 

guarantees that the combat stress with which the commander and soldiers will have to cope 

will only have a slight negative impact on the tasks executed. The grading of difficulties 

during military training and the introduction of more and more extreme conditions closely 

resembling actual ones contribute to the good preparation of the team to cope with stress on 

the real battlefield. Therefore, all the elements of effective leadership play a fundamental role 

in the process of stress management and through the development of its individual 

                                                 

159 ADRP 7-0, Training Units and Developing Leaders, op. cit., p. 48. 
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components, the ability to cope with combat stress develops, thus increasing the combat 

readiness of the unit. 

 

PART FOUR: DECISION-MAKING UNDER TIME PRESSURE 

 

Current status of planning under time pressure 

The growing dynamics of operations caused by the intensified manoeuvrability of 

combat technology and ever more perfect destruction systems mean that the time available to 

commanders to make decisions has shortened. Therefore, more often higher level 

commanders will have to replace long-term analyses of the factors determining the way of 

operation, choosing the option of acting in a short time. As a result, there is a dilemma 

regarding procedures, according to which the decision-making process may be subordinated 

to situations where the decision-maker is limited both by time and the level of satisfying his 

information needs, while the rationality requirements remain at a high level. Often, in such 

situations intuition is called upon. Intuition is commonly associated with making 

subconscious choices which rational reasoning finds difficult to notice. In this way, it 

contrasts with directed thinking decision-making based on a critical analysis of factors 

affecting the way of conduct and requiring a lot of mental effort. 

As can be inferred from the analysis of the literature on the subject, this is not an 

entirely true perception of the concept of intuition, in particular if it is considered in the 

context of decision-making. David G. Myers describes intuition as the ability to reach people, 

knowledge, immediate insight without the participation of observation or reason160. 

An extended definition of intuition is given by Herbert Simon, according to which, 

colloquially speaking, intuition describes the activity of solving problems or answering 

questions that are quick and whose justification or another process that provides an answer 

cannot be described in detail by a specialist. Thus, intuitive reasoning proceeds according to 

the following pattern: the situation gives a cue, the cue provides access to information stored 

in memory, and this information in turn suggests an answer. It can thus be concluded that 

intuition is nothing but recognition. Regardless of the type of decision-making, whether 

analytical or intuitive, the basis for starting this process is the identification of the decision 

situation, which in turn takes place thanks to the knowledge of the current state of the 

surroundings. According to researchers in the field of psychology, the basis of orientation in 

                                                 

160 D. G. Myers, Intuition: Its Powers and Perils, Polish edition, MODERATOR, Wrocław 2004, pp. 13-14. 
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the surrounding world are cognitive processes that ensure the exchange of information 

necessary to make decisions161. 

Three aspects of intelligence are responsible for the ability in this area: component, 

experience and context. The first one manifests itself in analytical thinking, in the efficiency 

and speed of solving intellectual tasks. The second one is the ability to deal with new 

situations as well as the ability to use automated information processing processes. The third 

one determines the human ability to adapt and select the most favourable choice in the 

environment162. 

So how can one conclude that a decision-maker’s perceptive abilities will be an 

important factor determining the effectiveness of intuitive decision-making? 

No less significant role in intuitive decision-making is played by experimental 

knowledge. Having it, an individual can solve new tasks and adapt to new situations. This 

type of knowledge is characterized by the fact that it is 163: 

 immediate, enabling instant use; 

 emotional, that is in harmony with what we think is good; 

 acquired through past experiences; 

 obvious experience is faith; 

 generalized, conducive to stereotypes. 

Let us look at this problem from a military point of view. Decision-making in the 

situation of limited time and information resources is characteristic for the lowest levels of 

command. Platoon leaders and company commanders limited in time must make decisions 

that concern combat operations during their conduct. Unforeseen and rapid changes in the 

battlefield situation mean that lack of time for detailed analyses selects the mode of action ‘in 

the blink of an eye’, and their consequences are observed on a regular basis, and very often 

repeat the short decision-making cycle and correct the operation of the unit under command 

and control. 

This state of affairs results from the fact that the lowest levels in a special way, due to 

close contact with the enemy, are exposed to the impact of internal and external factors 

                                                 

161 J.F. Trelak, Psychologia organizacji i zarządzania, op. cit, pp. 50-51, 70-71. 

162 http://gnu.univ.gda.pl/psychobaza/ps_osob/ps_osob_02_inteligencja_9_11.htm, 18.11.2016. 

163  E. Markowski, Intuicja jako czynnik wspomagający proces podejmowania decyzji w warunkach 

ekstremalnych, [in.]: W. Harasim (edit.), Zarządzanie kapitałem intelektualnym w organizacji inteligentnej, 

Warszawa 2012, p. 34. 
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causing a drastic deterioration of the operation. With the manpower and resources they 

manage, there are not many alternatives they can use. The diversity of environments in which 

operations will be conducted means that they will often not be programmable decisions, and 

so standing procedures will not apply. In view of the above, the combat elements proposed by 

the doctrinal regulations cannot be used. The changing conditions of the battlefield cause 

various doctrinal courses of action. Decisions made on the choice of a given course of action 

will in this case be a consequence of experience and knowledge in the field of the art of war. 

Commanders at the battalion level carry out the military decision-making process  

supported by their staff; therefore, they have the possibility to obtain the results of detailed 

analyses on the basis of which they make decisions164. However, as the practice indicates, the 

dynamics of a combat operation in the execution phase requires taking corrective decisions, 

which are also taken under the conditions of a scarcity of time and information. 

As specialists note, the outcome of the decision-making process depends on many 

factors. By analysing these factors, one can also come to the conclusion that they will affect 

the choice of decision-making, whether it will be analytical or intuitive one. The choice of the 

intuitive way can therefore depend on the following165: 

 qualifications, experience and personality traits (psycho-physical ones) of the 

decision-maker; 

 form of decision-making; 

 access to information (the degree of the processing of this information for 

specific decision-making purposes); 

 nature of the decision problem (the degree of its complexity and difficulty); 

 decision situation (the degree of its complexity and limitations of the time-

consuming decision-making process); 

 opportunities to use advisers. 

 Intuitive decision-making is a way of making decisions in which the decision-maker 

uses his previous experience. Decisions have to be made in this way by all those who, as 

already mentioned several times, are forced to deal with a shortage of information, time 

pressure, imprecisely formulated goals or high dynamics of changes in their environment, and 

other conditions. This knowledge gained in a given specialization helps in making effective 

                                                 

164 Regulamin Działań Wojsk Lądowych, DWLąd, Warszawa 2008, p. 271. 

165 E. Markowski, Intuicja jako czynnik wspomagający…, op. cit, p. 27. 
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decisions in a short time, even if they are not taken after a detailed analysis of all the 

conditions affecting the proper course of action166. 

As in the case of analytical decision-making, it is seen differently by different 

researchers, and intuitive decision-making is presented in a different system. Some specialists 

perceive intuitive decision-making as a pattern recognition process and distinguish four of its 

phases167:  

 image registration; 

 identification of the features of patterns; 

 combination of the features into layouts and pattern recognition; 

 selection of interpretation. 

It transpires from the analysis of the above-mentioned proposal of the decision-making 

model that the first phase, as in the case of analytical decision-making, consists in obtaining 

information on the basis of which a picture of the decision situation is built. The decision-

maker, by understanding the situation, identifies the decision problem or sees the need to 

make a decision. Then, thanks to his experience, he distinguishes common features of past 

and current situations allowing him to qualify a given problem to the right set. Individual 

features related to the conditions affecting the implementation of the action are then combined 

into the whole of the planned activity and the elements of the previously applied solution that 

can be applied in the current situation are identified. Such a thought process allows for the 

generalization of different variants constituting interpretations of the situation and its possible 

solutions. The decision-making process ends with the selection of the most accurate 

interpretation for the situation under consideration. 

According to the analysis of the problem, situations that force decision-makers to 

make decisions in an intuitive way have common characteristics of conditions. The most 

frequently classified situations requiring the use of an intuitive decision-making model can 

include the following: 

 lack of sufficient information, 

 a large degree of risk, 

 conditions of uncertainty, 

 stress conditions, 

                                                 

166 G. Klein, Sources of Power. How People Make Decisions, Polish edition, Helion, Gliwice 2010, pp. 11-12. 

167 T. Szapiro, Co decyduje o decyzji, PWN, Warszawa 1993, p. 149. 
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 situations of unforeseen and violent phenomena (factors).  

Although many organizations whose managers have to make decisions in an intuitive 

way carry out activities that are strictly formalized, and therefore based on relevant 

documents (action plans, procedures, instructions), but often also different factors make them 

resort to intuition. 

The factors characteristic of the conditions presented in the list above can be described 

as extreme. In practice, they may refer to the decision-making process in the following 

situations168: 

 problems with ensuring that the key positions for the organization are filled 

with highly qualified and experienced management personnel, which is 

especially important in the companies exposed to the negative impact of 

natural hazards (mining, aviation, sea transport, etc.) and technological ones 

(metallurgy, energy engineering, nuclear energy, defence, etc.); 

 shortages of highly qualified employees (specialists, first responders, doctors, 

etc. depending on the type of organization); 

 disrupted information systems, not guaranteeing that the information necessary 

to take important decisions is obtained; decisions are made in conditions of 

high uncertainty and are subject to considerable risk; 

 dramatic economic and financial situation of the company; 

 sudden collapse of relationships with the environment (suppliers; recipients) as 

a result of general downturn or inappropriate organizational policy; 

 violent social conflicts in the company; 

 occurrence of natural disasters with catastrophic effects, not predicted in 

forecasts (fires, explosions, contamination, etc.) or climate risks (droughts, 

heavy precipitation, thunderstorms, floods, earthquakes, frosts, etc.); 

 occurrence of unforeseen serious civilizational threats, such as epidemics, 

large-scale social conflicts, mass emigration of qualified labour force, terrorist 

attacks, armed conflicts, etc. 

 

 

                                                 

168 E. Markowski,  Intuicja jako czynnik wspomagający…, op. cit., pp. 30-31. 
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In order to define the term “decision-making under time pressure”, the previously 

mentioned factors characterizing these conditions should be supplemented with the following 

elements: 

 decisions made concern saving lives or health of the people that are related or 

unrelated to the organization; 

 decisions made are aimed at preserving assets (business, social or private 

ones); 

 decisions bear a high level of risk and taking them at a given moment is 

absolutely necessary; 

 the decision-maker recognizes that he has moral, disciplinary and criminal 

liability. 

The conditions described above can be observed in almost every organization; 

however, there are organizations important from the point of view of their mission, which in 

most cases achieve their goals, conduct activities and function in situations where managers 

make decisions in an intuitive way. They belong to uniformed services, such as armed forces, 

police, fire service, border guard, prison service, medical services, rescue services of mining, 

chemical and petroleum industries, etc. In all of these organizations, managers at every level 

are generally aware of their responsibility for the life and health of other people, which further 

affects their decision-making. Therefore, it is advisable that when recruiting for managerial 

positions in such organizations, special requirements that should be met by applicants are 

taken into account. 

The analysis of the above requirements allows one to identify the following features 

that make it easier for leaders to make intuitive decisions in extreme conditions: 

 very high qualifications in a given field; 

 strong personality; 

 mental resistance; 

 outstanding self-control; 

 ability to use experience; 

 ability to obtain information from other sources, outside the system in which 

he/she operates. 

To sum up, in relation to the whole problem of intuitive decision-making, it can be 

stated that this is a process in which the human ability to use previously acquired knowledge 

finds it and recognizes the choice of the solution being the subject of the decision. The 



Stress Management 

 

  
94 

 

  

decision-making preferred in this approach usually takes place under time pressure and lack 

of information. 

 

Decision-making in chaos – scenarios 

Scientific achievements indicate many regularities and laws according to which 

different processes take place in various areas of material and spiritual reality. Nevertheless, 

modern research also shows that some of these processes are difficult to organize, and, above 

all, it is difficult to predict their overall course. It is said that chaos seems to be everywhere 

[…] chaos appears in the behavior of the weather, the behavior of an airplane in flight, the 

behavior of cars on an expressway, the behavior of oil flowing in underground pipes169. In 

this way, it has been proven that theories seeking equilibrium are not always applicable. 

Experience shows that it is often possible to observe processes that occur in a non-linear 

fashion, and the systems that these processes involve remain unstable. The instability of 

systems in such organizations, and their internal and external environment, indicate the 

possibility of formulating long-term forecasts. At the basis of chaos theory, which has already 

been briefly characterized, lies the fact of a high degree of complexity of reality and 

interaction between its subjects and objects. One of the systems of the real world is the system 

of combat and warfare in relation to the activity. It is not difficult to notice that the modern 

battlefield is a comprehensive environment with a well-known structure and a multitude of 

processes taking place on it. Therefore, taking into account the assumptions of chaos theory, it 

should be presumed that the phenomena described in it will also concern the sphere of 

military activity of a human being. From this initial information it can already be concluded 

that chaos in the above meaning, despite the common understanding of the word, does not 

signify the state of disorder, but a high degree of complexity of individual parts of the system 

and the processes occurring in it. This also includes a modern battlefield environment. 

Therefore, it is reasonable to take up the problem of decision-making in the situations of 

chaos by military personnel. 

The development of research into the theory of chaos caused the transition from open 

systems theory to chaoplexity theory. According to this new concept, organizations can be 

classified as simple or complex systems, and they consist of processes that are either linear or 

non-linear. Linear interactions are those in the expected and known sequence of planned 

                                                 

169 F. Osinga, Science, Strategy and War. The Strategic Theory of John Boyd, Eburon Academic Publishers, 

Delft 2005, p. 146. 
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activity or inactivity, while non-linear interactions are unknown sequences or an unplanned 

and unexpected sequence, and either are not visible or are not immediately understood. 

Leaders who can use the metaphors of complexity see their organizations in a different light 

from those who do not and in a sense compete in another world. What is more, both the 

science of complexity (theory of chaos) and the science of organization have a common 

problem that they want to solve: uncertainty. According to the assumptions of chaos theory, 

predictability is limited, therefore some assumptions should be made to overcome crises and 

return the organization to relative stability, or at least survival. Specialists point to leaving 

some freedom in the functioning of the organization, because the stiffness of realities between 

its elements will cause rapid degradation reactions, as there will be no room for corrective 

actions to mitigate the effects of unforeseen changes in the situation170. 

 An example of the presented assumptions, in the context of decision-making, may be a 

formalized decision-making model, in which there is no room for initiative manifestation and 

flexibility in changing the mode of action, for a centrally controlled and commanding style of 

command. The leader imposes solutions to the problem and precisely defines the course of 

action without giving his subordinates any possibility to react to a disruption. The inability to 

predict disruptions, in the case of their occurrence, may turn out to be totally destructive for 

such an organization. Therefore, a different management style seems to be much more 

rational, which will enable a more autonomous functioning of the elements making up the 

entire organization. The more decentralized the decision-making powers are, the more 

opportunities are created for those who are closest to the problem, solving occurring problems. 

In this way, prompt problem solving is ensured. It gives them the ability to react (make 

decisions) to complex interactions as soon as difficulties arise. They overcome them before 

they are triggered by closely related processes that can lead to disaster. 

 The solution to the problem of uncertainty for the model may include the creation of 

additional elements of the organization responsible for the analysis of disruptions and the 

development of an appropriate response, developed under well-designed procedures. 

Unfortunately, the dynamics and complexity of the situation in many cases do not allow it due 

to time pressure and information restrictions imposed on such analyses. 

 Considerations have been presented related to decision-making in the aspect of chaos 

understood in a general sense, as if it did not differ from the theory of chaos. Formally, if we 

take into account reliable human action, the human factor will be commonly misjudged as the 
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most unreliable and difficult to predict. If we add stressful situations that increase non-violent 

behaviour, we will see the need to take account of this determinant. That is why, we will be 

talking about decision-making in chaos, caused by a sudden change of situation, time pressure, 

lack of information, as well as unforeseen behaviour caused by the harmful effect of combat 

stress. 

 

Creation of the sensemaking process that allows leaders to make informed decisions 

The conditions in which intuitive decision-making is used concern a shortage of 

information, time pressure, imprecisely defined goals and environmental variability. All these 

conditions, apart from the ambiguity of the objectives of action, apply to decision-making 

situations in the military. One can generally call these conditions a difficult, special or 

extreme situation. Analytical skills cannot be used in such situations. Therefore, the decision-

maker must use other tools that can include intuition, mental simulation, metaphor or 

storytelling. Intuition allows us to classify a situation to a specific type in a very short time. 

Decision-making in an intuitive way, therefore, consists in synthesizing one’s knowledge and 

information, and comparing it with the experience gained. 

 One of the examples of intuitive decision-making is the model based on the diagnosis 

of the situation developed by Gery Klein. The decision-making model based on recognition 

(recognition-primed decision – RPD) concerns combining two processes: a mechanism for 

assessing the situation and selecting the best course of action for the person responsible for 

decision-making, and a mechanism for evaluating the action by imagining its course171. 

 An analysis of the concept of decision-making based on the diagnosis allows one to 

state that the person making the decision by observing the situation classifies it as typical or 

known to himself. For example, the commander, using his experience, can determine that in 

that situation the opponent will behave in an expected manner consistent with the doctrinal 

standard. As a consequence, he will decide to take a certain course of action. Such behaviour 

is induced by knowing the goals that should be achieved in this situation (known priorities), 

being clear about the criteria relevant to effectiveness (lack of information), knowing what to 

expect as a result of action (hence he can prepare for possible changes), and finally 

identifying typical ways of responding to such a situation. By classifying a given situation as 

typical, he recognizes the procedure that will ultimately solve the problem. A clear 

recognition of goals, tips, predictions and mode of action makes it possible to recognize the 

                                                 

171 G. Klein, Sources of Power, op. cit.,  p. 39. 
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situation at the same time as the process of recognizing the situation. This course of the 

thought process avoids the need to conduct a detailed analysis of objectives and create 

complex forecasts, enabling proper identification of the situation172. 

 

 

Figure 1. Recognition-Primed Decision – RPD strategy 

Source: G. Klein, G. Sources of Power, op. cit.,  s. 42. 

 

 The arrangement of the decision-making model presented above assumes a 

comfortable situation in which the decision-maker identifies without any problem a typical 

situation, which, in turn, may correspond to conduct in accordance with some permanent 

procedures. A more complicated problem to be solved may include situations where the 

decision-maker has to spend more time diagnosing the situation and recognizing it as typical 

or identifying more than one typical situation. The reason for this may be too low information 

supply, so this situation will motivate one to obtain extra information. In addition to this type 

of situation, the decision-maker may also encounter complications he will notice after some 

time. A previously made forecast may turn out to be wrong and the actual scenario will follow 

a different course of action than expected. The decision-maker will then attempt to compile a 

history of events allowing him to explain anomalies173. 

 So one can conclude that the basic skill the decision-maker using the RPD model 

should have is imagination. The point is not to visualize individual images, but to perform a 

mental simulation on the basis of which a sequence of events arranged in a story leading to a 
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desired result will be obtained. Mental simulation consists in imagining events step by step, in 

conventions where the real state is brought to the desired one. In this way, the sequentially 

imagined course of events will fill the gap between the initial and final states174. 

 Mental simulation can also be compared to the design process of a device, during 

which its creator considers individual elements and consequences of their application for the 

device itself and the environment in which it will operate175. Moreover, in this activity one 

can notice an analogy to the simulation technique (war gaming) used when considering the 

course of action in the military decision-making process, in which the sequence action – 

reaction – counter reaction is used so as to see the impact of individual events on successive 

sequences of action, eventually reaching the expected end state. 

 Bearing in mind the limitations of human memory, G. Klein notes that they also have 

an impact on the course of mental simulation. The basic factor that affects the course of 

simulation is the limitation of short-term memory. Studies have shown the relationship of 

these limitations with the number of transient states that occur during simulation. On average, 

a person cannot trace more than six transient states. Another limitation identified by the 

researcher is the level of complexity of the situation. Usually, they are not too extensive and 

the limit number of variable factors is three. To sum up, the requirements for mental 

simulation can include a maximum of three movable elements and a maximum of six transient 

states. If the decision-maker expects a good simulation effect, he should build it taking into 

account the above limitations176. 

Owing to his extensive experience, the decision-maker can avoid the negative impact 

of the above limitations. When imagining certain situations, he may know that the steps under 

consideration end in a certain effect. Therefore, he does not have to check whether, for 

example, a given procedure works because he has used it many times and understands how it 

should be carried out to achieve the desired effect. In this way, treating the entire series of 

activities as a single step saves memory resources, because the fewer minor considerations 

regarding specific events and their consequences, the lower the burden imposed on human 

minds177. 

                                                 

174 Ibidem,  pp. 65-67. 

175 Ibidem,  p. 72. 

176 Ibidem,  p. 73. 

177 Ibidem. 
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The next step is to assess the sequence of events constituting a specific action plan. In 

order to avoid anticipated difficulties, modifications can be made later. It happens that the 

plan is immediately recognized as leading to failure, then it should be abandoned. In such a 

case, we can develop another modified course of action for the existing events178. 

 The presented decision-making model based on recognition is a proposal to extend 

command competencies at the tactical level, which undoubtedly include decision-making 

skills in various situations. The question then arises whether the decision-making model used 

in the military based on an analytical approach is insufficient and whether another model 

based on the concept of intuitive decision-making should be adopted179. For many years, a 

number of specialists have been investigating the issue of implementing an intuitive decision-

making model in the military, the needs of military personnel in this respect and the 

consequences that such implementation might have on planning and conducting future 

activities. The research was carried out by experts in the field of management, psychology 

and sociology, and active duty officers with combat experience in operations in Iraq and 

Afghanistan. 

 The analysis of literature leads to the conclusion that the problem of intuitive decision-

making raises some concerns and offers an opinion that differs from the generally accepted 

principles of rationality. Decision-making based on the intuitive model is perceived rather as a 

propensity to risk than some ordered planning and management of activities that are expected 

from managers either in free market conditions or on the battlefield. First, it is about the loss 

of significant capital resources. Second, it is about the loss of human life and health. Thus, it 

seems like an obvious requirement to maximize the rationality of decisions and minimize the 

risk of losses related to both economic and human factors. A quick analysis of the models 

based on analytical and intuitive approaches indicates the achievement of a higher level of 

rationality of decisions made through a multifaceted analysis of factors determining the 

implementation of decisions rather than reliance on human experience and intuition. It is 

much easier to trust mathematical calculations than believe in the rightness of some inner 

convictions. However, the arguments presented by the dynamic environment, characterized 

by shortages of time and information, support the use of intuitive decision-making. 

                                                 

178 Ibidem,  p. 84. 

179 J. J. Marr., The military decision making process: making better decisions versus making decisions better, 

United States Army Command and General Staff College, Fort Leavenworth, Kansas 2001, p. 1-3, 

http://www.dtic.mil/cgi-bin/GetTRDoc?AD=ADA387136, 20.10.2018. 
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 As researchers have noted, a historical analysis of development and the currently 

applicable decision-making model indicate that analytical and intuitive decision-making 

aspects have always been required. Doctrinal assumptions also encourage commanders to 

intuitively make decisions when in contact with the enemy and to “plan carefully” before any 

contact. But this is not always clearly stated in military doctrines. Over time, once the 

assumptions of intuitive decision-making appear as indicated for use in other cases, this 

method of decision-making will be omitted. A manifestation of such a dichotomy are the 

emerging chapters in military studies regarding separate planning and decision-making. The 

first concept perceived and described as a multistage analysis of tasks and situations focused 

on the development of the course of action, whereas the other on emphasizing the importance 

of experience and judgement180. 

 Gary Klein has developed a decision-making model based on recognition according to 

research conducted among professional groups whose daily work is conditioned by a shortage 

of time and information deficit. The basic criterion he took into account in classifying thought 

processes as corresponding to the RPD model was the occurrence of mental activities 

consisting in the comparisons of the options of action. The results of his research indicated 

that decision-makers, when implementing the decision-making process corresponding to the 

RPD model, did not compare the options of action, which occupies plenty of time. Summing 

up the deliberations on the decision-making models, it can be noticed that the basic difference 

between the analytical and the intuitive approaches lies in the comparison of options. In 

intuitive decision-making, options are not assessed, but only the right course of action is 

selected. 

 According to the information presented above, it can be concluded that the ability to 

make decisions is a significant element of effective leadership. The ability to cope with 

difficult situations is a particularly important decision-making ability in the situations of high 

stress and time pressure. In the case of time deficit, there is some risk that decisions may not 

meet the essential criterion of effectiveness or rationality. In order to reduce the negative 

impact of time pressure on the commander, it is necessary to use proven decision-making 

strategies that include intuitive decision-making. The main difference between analytical 

decision-making and intuitive one is choosing the course of action that suits the situation and 

its implementation without prior comparison of the options selected. The basis for ensuring 

the rationality of such decisions are the resources of knowledge and experience that should be 
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built before actual combat situations through intensive training, including the use of new 

technologies such as tactical simulation systems. 
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SUMMARY 

Perceiving stress as an indispensable element of human existence is also an important 

problem for human functioning in military conditions. What significantly distinguishes 

human activity in the military sphere from that one in the civilian one is voluntary consent 

and even awareness of the need to sacrifice one’s health or life in order to achieve the 

common good. This constant readiness and real experience of life loss, seeing one’s brothers 

in arms dying, or constant threat to life, are strong sources of stress, which, on the one hand, 

will encourage selfless service; on the other hand, may have a detrimental effect on human 

life and health. 

Every commander, as the person responsible for the soldiers entrusted to him, must be 

aware of the sources of stress and its impact on the functioning of human resources on the 

battlefield. The ability to achieve and use the optimal level of stress during combat is an 

indispensable element of competence that should be gained by every military leader. Effective 

leadership can therefore be realized by a commander who understands what processes take 

place in the human body as a result of stress, what negative impact it has on cognitive 

processes and what other participants on the battlefield can expect. Knowing why combat 

stress is caused and what symptoms manifest it in combat situations, the leader can avoid 

harmful effects on his own thought processes, behaviours and subordinates. 

Modern scientific and educational achievements in the area of stress management are a 

way to effectively deal with the commander’s stress related to military service both during 

training and on the battlefield. Becoming conversant with the ways of coping with stress in 

the form of stress reduction techniques and time management methods, and acquiring and 

developing competencies related to building and leading a team under combat conditions are 

an indispensable element in shaping an effective style of command. Skilful and rational use of 

time, planning of one’s own responsibilities and subordinates’ tasks, and taking into account 

the appropriate time horizon reduce the level of uncertainty and give the opportunity to 

effectively respond to emerging difficulties in the dynamic and comprehensive battlefield 

environment. 

In the situation of multi-criteria determinants of conducting modern combat operations 

and the associated combat stress, key are the skills related to decision-making. One of the 

biggest difficulties in implementing the decision-making process is time pressure. The 

consequence of time deficit is a shortage of information, which makes it impossible to carry 

out accurate thought processes focused on the analysis of factors affecting the 
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accomplishment of the mission. Given the well-defined decision-making conditions, it is 

necessary to apply a decision-making strategy that, despite the short time and lack of relevant 

information, will allow for taking rational decisions. These decision-making methods are 

implemented on the basis of intuitions perceived as a resource of knowledge and experience 

making it possible to recall similar situations from the past and, on that basis, choose a course 

of action suiting the existing situation. Therefore, in addition to the obvious need to 

demonstrate analytical decision-making skills, in order to reduce the negative impact of stress 

on the commander’s actions on the battlefield, the ability to intuitively make decisions must 

be acquired and developed. 

As it is not difficult to notice, skills related to stress management belong to the 

necessary competencies that should be displayed by every commander. The skills associated 

with this area allow him to lead his team in the most difficult situations. Combat stress 

resulting from the use of combat technology may be a factor ensuring the implementation of 

high-level tasks or a destructive factor preventing action. Awareness of the processes taking 

place due to the occurrence of combat stress in the physiological, mental and social spheres 

allows the commander to use the opportunities resulting from the challenges that arise while 

conducting combat operations and reducing threats. To do this effectively, the commander 

should implement a kind of combat stress control process consisting in undertaking analytical 

and decision-making activities regarding potential causes of stress and its impact on the 

perception and behaviours of his own and subordinates before action, i.e. at the planning 

stage, during the execution phase, and after the operation is over. Such a process approach to 

the issue of combat stress ensures early identification of symptoms of combat stress, 

consideration of its impact on future activities and provision of proper assistance to those 

affected ones as a result of the harmful effects of stress on the battlefield during the 

accomplishment of their missions. 

The authors of this publication hope that it will contribute to the development of 

knowledge, and thus the development of social competencies necessary in the area of stress 

management, which will further allow tactical level commanders to control combat stressors 

and prevent stress casualties. 
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