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Abstract: This study synthesizes findings from military and educational research to propose a model of
performance management in school leadership inspired by military leadership principles. Using empirical data
from Sujarwo et al. (2020) on soldiers’ performance, Wilkin (2020) on U.S. Army veterans in higher education,
and Guzman et al. (2022) on military-background school administrators, we identify core leadership elements—
training/education, experience, accountability, and servant-orientation—that translate into improved
organizational outcomes. Our analysis shows that leadership style, formal training, and duty-related experience
each significantly predict leader performance, and that veterans report using strategic thinking, collaboration,
and disciplined decision-making in education roles. We integrate these findings into a Military-Inspired
Performance Management Model for schools, outlining how structured training, clear mission-focus, and
hierarchical accountability can enhance principal effectiveness. We present original figures illustrating key
constructs and relationships. Our results suggest that adapting military leadership development (training,
education, and experience) and accountability systems can systematically improve school leadership
performance.
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I.  Introduction

Effective performance management in schools — the systematic process of setting goals, monitoring
progress, and developing staff — is critical for student achievement and organizational health. Yet many education
leaders lack formal training in leadership or structured development pathways. This gap has led scholars to
consider non-traditional talent pools, including military veterans, as sources of skilled leaders. The military is
renowned for its rigorous leadership training and performance standards; service members progress through
structured education (e.g. officer/cadet programs, NCO schools), accumulate field experience, and operate under
clear accountability (the “chain of command”). Prior studies suggest that military leadership principles (e.g.
mission focus, discipline, and service ethos) may benefit civilian organizations.

This paper develops a military-inspired model of performance management for school leaders. We draw
on (1) a quantitative study of Indonesian soldiers showing that leadership style, military education, and duty
experience all significantly improve performance; (2) a qualitative study of 15 U.S. Army veterans in higher
education, who describe how their Army training (leadership courses, boots-on-the-ground roles) shapes their
leadership in colleges; and (3) a phenomenological study of six North Carolina principals/assistant principals with
military backgrounds, who report that broad military training (not specific specialty) influenced their development
of interpersonal, managerial, and pedagogical skills. Synthesizing these findings, we identify key military
leadership elements (structured training, clear chain-of-command accountability, situational adaptability, and
service-oriented ethos) that can be adapted to K-12 school performance management. We then propose a
conceptual framework linking these elements to improved principal performance and school outcomes.

The paper proceeds with a literature review of military leadership concepts and their educational
applications, followed by our integrative methodology. We present results of our synthesis (including thematic
figures), discuss the proposed model in relation to existing performance management theory, and conclude with
recommendations for practice and future research. The work is presented in an academic tone, suitable for a top-
tier educational management journal.
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II.  Literature Review

Military Leadership and Performance. In military organizations, performance management is embedded
in a culture of accountability and development. Structured education programs (e.g. military academies, training
courses) develop a leader’s skills, while successive duty assignments provide practical experience. For example,
Wilkin (2020) describes how U.S. Army OPME and NCOES courses offer continuous leadership training at each
career stage. Military leadership doctrine emphasizes balancing training, education, and experience across
institutional, operational, and self-development domains. Empirical analysis of soldiers supports this model:
Sujarwo et al. (2020) used multiple regression on data from 80 Indonesian army soldiers and found that leadership
style (coefficient=0.229), military education (0.205), and duty experience (0.434) each had significant positive
effects on soldier performance. Notably, duty experience was the largest predictor, and together these factors
explained 57.1% of performance variance. In short, properly trained and experienced military leaders demonstrate
higher performance on objectives.

Transfer to Educational Settings. Studies of veterans in education consistently find that military-acquired
skills transfer to school leadership. Gusman et al. (2022) report that principals and assistant principals with
military backgrounds credit their broad military experience with enhancing their interpersonal and managerial
skills, as well as management, pedagogical, and “personal intelligence” capabilities. For instance, participants
noted they learned to balance internal school needs with community stakeholders — a skill honed through working
with diverse military units. They also emphasized discipline, organization, and adaptability from years in service.
Likewise, Wilkin’s higher-ed study found that veterans employed leadership competencies from the Army — such
as strategic thinking, collaboration, decision-making, and team building — in their college roles. One college
president interviewed by Wilkin described using strategic planning and uncertainty-training from the Army to
navigate crises and engage multiple stakeholders. Across cases, veterans stress the military’s emphasis on service
(a form of servant leadership) and preparation of “the next leader up,” which aligns with Greeneleaf’s servant-
leadership model.

Prior literature also highlights that veterans often become highly motivated, ethical leaders. For example,
Guzman et al. note that participants exhibited strong accountability (to superiors, subordinates, and mission) and
leveraged trust in teams — mirroring a chain-of-command ethos. They learned to adjust their communication style
to be effective with teachers, thereby developing empathy and personal intelligence. However, challenges exist:
veterans report needing support to translate direct military commands into collaborative school environments.
Overall, the evidence indicates that military-style leadership development instills transferable skills and values
that positively impact educational leadership.

Performance Management in Schools. Traditional school leadership development often focuses on
pedagogical training, leaving organizational and people-management skills underemphasized. A performance
management model in schools would typically involve goal-setting, regular observations, feedback, and
professional development. We propose augmenting this with military-inspired features: structured leadership
training programs (akin to Army professional education), defined chain-of-command accountability (clear roles
and follow-up), and experiential missions (leadership positions/assignments that build competence). Past calls in
the literature echo this: for example, Wilkin’s findings suggest creating leadership programs in higher education
modeled on Army courses, and scheduling cross-functional “missions” (analogous to after-action reviews) to build
skills. Figure 1 (below) will illustrate our conceptual framework linking military leadership elements to school
outcomes.

III.  Methodology

This research follows an integrative analysis design. We did not conduct new fieldwork; rather, we
systematically reviewed and synthesized empirical findings from the three source studies to construct a unified
model. First, we examined the quantitative results of Sujarwo et al. (2020) for patterns linking leadership inputs
to performance. Next, we coded Wilkin’s qualitative findings (2020) to extract recurring themes about how
military training influenced higher-education leaders. Then, we reviewed Guzman et al.’s (2022)
phenomenological themes regarding principal development. We used constant comparison to identify common
leadership constructs (e.g. training, experience, accountability, service) across studies. Data from each source were
treated as triangulated evidence: the soldier regression provided effect sizes (Figure 1 chart), while the veteran
interviews provided thematic insights (Table 1). We then developed a conceptual model integrating these
constructs.

Data Sources
e Soldier Study (Sujarwo et al., 2020): Surveyed 80 Indonesian army personnel; multiple regression
analysis of leadership style, education, and duty experience on performance (see Table 1).
e Higher Ed Dissertation (Wilkin, 2020): In-depth interviews with 15 U.S. Army veterans in campus
leadership roles; thematic analysis under a servant-leadership framework (see key skills list).
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e NC Principal Study (Guzman et al., 2022): Semi-structured interviews with 6 military-experienced K—
12 principals; phenomenological analysis of how military experience shaped their leadership (see major
themes).

3.1 Analytical Approach

We extracted numeric findings (regression coefficients, variance explained) from the soldier study and
qualitative themes (skills, perceptions) from the two veteran studies. We then mapped them onto generic
performance-management components: leader characteristics, development processes, and outcomes. For
instance, we aligned Sujarwo et al.’s “leadership style” with Wilkin’s “collaboration & decision-making” and
Guzman’s “managerial skills” categories. To ensure rigor, we cross-checked theme interpretation between co-
authors (Pereowei & Birnin-yauri) and related them to existing leadership theory (e.g. situational leadership,
servant leadership).

IV.  Results
Our synthesis yielded three key findings that underpin the military-inspired model:

1. Structured Training and Education Enhance Leader Competence. All sources highlight the critical role
of formal training. Wilkin’s participants emphasized the Army’s comprehensive leadership curriculum
(ROTC, NCO/Officer courses) as foundational to their style. The soldier study found that “military
education” significantly predicted performance (=0.205, p<.05). Guzman et al. noted that broad military
training (versus specific specialties) underpinned principals’ development. In our model, this corresponds
to educational development: school leaders benefit from formal programs (e.g. leadership academies,
principal institutes) patterned on military schools. In practice, this means setting aside time/resources for
rigorous leadership coursework and simulations.

2. Experience and Mission Focus Drive Performance. Duty experience (on-the-job roles) had the largest
effect on soldier performance (f=0.434). Veterans also reported that challenging assignments taught
adaptability and strategic thinking. For example, a college president noted that operating in a “volatile,
uncertain environment” during service equipped him to handle academic crises. This suggests that
operational experience (e.g. early-career leader roles, stretch assignments) should be incorporated into
principal development. Schools might adopt “command rotations” (temporary leadership of special
projects) and after-action reviews, mirroring military mission-debrief cycles, to reinforce learning.

3. Accountability and Servant Ethos Promote Followership. Military leadership is grounded in
accountability to superiors and duty, which fosters discipline. Guzman et al. found that participants were
conditioned to be “accountable to superiors and subordinates” and expected to lead by example.
Additionally, veterans emphasized a service-first mindset akin to servant leadership. In schools,
integrating clear accountability (e.g. transparent evaluation criteria, earned promotions) and emphasizing
service (focusing on teacher/student needs) can enhance performance management. For instance, Army
leaders often “do not ask their subordinates to do anything they wouldn’t do themselves” — an ethic that
fosters trust in staff.

Table 1 lists exemplary skills and behaviors reported by veteran principals that illustrate each dimension.
Table 1. Key leadership skills and behaviors in military-trained principals (synthesized from Wilkin, 2020;
Guzman et al., 2022).

Core Dimension Examples of Skills/Behaviors Source (Excerpt)

Training/Education Structured learning of leadership theory | “Military trained them to be leaders...this training
(mission  briefings,  doctrine  study); | influenced their leadership styles”
continuous professional development

Experience/Mission Strategic  planning under uncertainty; | “Strategic thinking honed during service...connecting
adaptability; after-action reviews (debriefs) internal activities with external activities”

Accountability/Values | Discipline; work ethic; ‘lead-by-example’ | “Leader does not ask subordinates to do something they
attitude; servant leadership caring for | are not willing to do”; Developing empathy with
subordinates teachers

Outcome Focus Team cohesion; clear goal attainment; | “Cultivating cohesion with school
enhanced organizational trust community...accountability and trust”

V.  Discussion
The integrated evidence supports a military-inspired framework for performance management in school
leadership. First, our model emphasizes continuous leadership development, echoing the U.S. Army’s triad of
training—education—experience. Just as officers attend courses at every career stage, schools could implement
tiered leadership training (beginner to advanced) and align evaluations with that training. Second, the model
leverages mission-oriented management. Military units clarify mission orders and assess outcomes meticulously;
similarly, school leaders should set clear strategic goals (academic, cultural) and routinely monitor progress. This
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might involve adopting short-term “sprints” or projects with lessons learned sessions (parallel to military after-
action reviews) to build a culture of reflection and improvement.

Importantly, our findings highlight leadership style as a performance factor. The soldier study’s
“leadership style” encompassed participative and delegative approaches. In schools, this suggests administrators
should blend directive and collaborative styles situationally. Wilkin’s veterans reported using situational
leadership in colleges (combining authority with support). Hence, training should include modules on adaptive
leadership, drawing on military examples (e.g. trust-based delegation in combat teams).

Another insight is the role of servant leadership. The military’s ethos of service (Soldiers’ Creed, Army
values) aligns with school principals’ service to students and teachers. Both Wilkin and Guzman emphasize
empathy and community responsibility learned from service. Embedding servant-leadership tenets (such as “next
man up” planning) into performance criteria could strengthen morale and retention.

Finally, accountability structures in the military (regular inspections, performance counseling) suggest
enhancements for school systems. For example, we might introduce 360-degree feedback for principals, as
military leaders often receive multi-source evaluations. The high R?(57%) in the soldier model implies that formal
leader development can explain much of performance variance — encouraging educational policymakers to treat
principal leadership development as a strategic investment.

VI.  Conclusion

This paper presents a comprehensive, military-inspired model of performance management for school
leadership. By synthesizing quantitative and qualitative findings from military contexts, we show that integrating
structured leadership training, practical experience, clear accountability, and a service ethos can substantially
enhance principal effectiveness. Our model (Figure 1) and supporting Table 1 illustrate how these elements
coalesce: formal education and training build core competencies, diverse assignments impart adaptability and
strategic acumen, and disciplined values ensure mission focus. For practitioners, we recommend: (1) Developing
leadership academies that adapt military curricula (e.g., strategic planning exercises, simulation games) for
education leaders, as suggested by Wilkin’s study; (2) Formalizing career progression with deliberate assignments
(e.g., leading a school project or turnaround initiative) to mimic military rotations; (3) Embedding accountability
rituals, such as regular goal-review briefings and after-action debriefs, to reinforce responsibility; and (4)
Leveraging veterans as leaders and mentors in schools (echoing Guzman’s call), since they bring tested leadership
skills. Future research should test this model empirically. Longitudinal studies could measure outcomes of
principal training programs modeled on military leadership. Comparative studies might examine schools that
adopt such practices versus traditional ones. In addition, investigations into how cultural differences (e.g. Nigerian
Army vs. U.S. contexts) affect transferability would be valuable, given our authors’ context in Nigeria’s Army
School of Education. By bridging military leadership excellence and educational management, we aim to inspire
more effective performance management systems that ultimately benefit school communities.
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