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ABSTRACT. One of the Armed Forces’ primary goals is to train leaders for varied and challenging 
missions. Given the diversity of tasks and contexts, definitions of military leadership are often broad, 
reflecting generic conceptualizations. Consequently, much research has analyzed the traits that make a 
military leader effective. However, one crucial aspect has not yet been independently examined: lead-
ing by example. Based on this oversight, the objective of this study was to construct and validate a scale 
to assess Leading by example in military institutions. The sample was composed of 460 cadets from an 
Argentinean Military Institution. The results show that the scale fits well, and the reliability coefficients 
reflect acceptable internal consistency levels for each dimension. This instrument becomes a valuable 
tool to distinguish between commanders who merely hold positions of authority and those who inspire, 
motivate, and serve as genuine role models through exemplary leadership.

Keywords: leadership, leading by example, military, scale, validation.

RESUMEN. Uno de los principales objetivos de las Fuerzas Armadas es formar líderes para misiones di-
versas y desafiantes. Dada la diversidad de tareas y contextos, las definiciones de liderazgo militar suelen 
ser amplias, reflejando conceptualizaciones genéricas. En consecuencia, numerosas investigaciones han 
analizado los rasgos que hacen a un líder militar eficaz. Sin embargo, un aspecto crucial aún no se ha 
examinado de forma independiente: liderar con el ejemplo. Con base en esta omisión, el objetivo de este 
estudio fue construir y validar una escala para evaluar el liderazgo con el ejemplo en instituciones mili-
tares. La muestra estuvo compuesta por 460 cadetes de una Institución Militar Argentina. Los resultados 
muestran un buen ajuste de la escala y que los coeficientes de confiabilidad reflejan niveles aceptables 
de consistencia interna para cada dimensión. Este instrumento se convierte en una herramienta valiosa 
para distinguir entre comandantes que simplemente ocupan puestos de autoridad y aquellos que inspi-
ran, motivan y sirven como auténticos modelos a seguir mediante un liderazgo ejemplar.      
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Introduction
A single model or style does not define military leadership due to the diverse and extreme 
contexts it must navigate. However, it is characterized by a core set of essential competen-
cies, values, and knowledge. Among these competencies, Leading by Example (LE) is a prom-
inent place, regarded as a key tool for influencing, motivating, and shaping subordinates. 
Although this principle is widely recognized in the doctrines and manuals of armed forces 
across various countries, it has rarely been assessed as a standalone construct within social 
or military psychology. Instead, it has often been addressed as a component within broader 
leadership models—such as transformational or embodied leadership—without specific op-
erationalization or dedicated measurement tools.

As part of a broader research program on leadership in military institutions, previous 
qualitative studies conducted with officers and cadets identified Leading by Example (LE) as 
one of the primary characteristics of effective leadership. These studies consistently highlight-
ed personal examples as a critical tool for influence and guidance (Torres, Beramendi, Sosa & 
Zubieta, 2010; Beramendi, Sosa, Frascaroli & Torres, 2011; Beramendi, 2019).

These findings align with international research showing that exemplary behavior 
strengthens trust and credibility (Fisher & Robbins, 2014), meets followers’ expectations for 
consistency and Integrity (Lord & Maher, 1991), and forms a core dimension of transforma-
tional leadership (Podsakoff et al., 1990). However, despite this consensus, the concept is 
often treated as a subsidiary element within broader leadership models and remains difficult 
to operationalize as a standalone construct.

A military officer designed leadership circuits for infantry cadets to address this lim-
itation within the framework of a collaborative project between military personnel and 
psychologists. Concurrently, the psychology team developed specific tools to assess the lead-
ership competencies the officers deemed essential concretely. This initial effort represented 
a significant step in operationalizing key concepts such as LE and laid the groundwork for 
further research and applications to measure this critical aspect of leadership with greater 
precision and effectiveness (Beramendi, Muratori & Zubieta, 2015).

In this article, we present a conceptualization of LE within the context of military 
leadership, rooted in a deeper understanding of military contexts’ unique characteristics 
and demands. Following a context-specific orientation (Wong et al., 2019), we seek to 
capture the essence of military leadership by examining LE as a core competency. To ad-
dress the challenges posed by its abstract nature and generalized treatment in existing 
manuals, we develop and validate an instrument specifically designed to measure this 
critical competency. This work aims to enhance conceptual clarity and provide a practical 
and actionable framework for assessing and fostering this essential leadership quality in 
military settings.
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Military leadership
Military forces have been pioneers in leadership. Considering the large military structure, 
complexity, and serious mission of fighting and winning a nation’s wars, leadership is the 
primary tool to make military logistics work. Given these in extremis situations, military lead-
ers are trained to influence, plan, coordinate, guide, and decide for their subordinates, while 
followers are indoctrinated in the chain of command to obey (Fisher et al., 2010; Hannah et 
al., 2010; Kaiser et al., 2008; Klitmøller & Obling, 2021; Squires & Peach, 2020). 

Nevertheless, military doctrine does not commonly specify leadership styles to be used 
by their personnel because of the multiple and multifaceted extreme contexts they must deal 
with. On the contrary, leadership definitions are general and reflect generic conceptualiza-
tions often found in general leadership literature (Hannah et al., 2009). For example, the 
U.S. Army defines leadership as “the activity of influencing people by providing purpose, 
direction, and motivation to accomplish the mission and improve the organization” (U.S. 
Army, 2019, p. 1-3).

Because of this lack of a unanimous model, military leadership is defined through a 
core of competencies, values, and knowledge (e.g., Beramendi, 2019; Ejército Argentino, 
1990; Ejército Chileno, 2014; Ejército Ecuatoriano, 2015, Fuerzas Armadas Españolas, 2018; 
U.S. Army, 2012). Among the characteristics described for a good leader, LE is prominent-
ly mentioned in almost every Army’s handbook, and it occupies a privileged place within 
military leadership characterization (e.g., British Army, 2015; Ejército Argentino, 1990; U.S. 
Army, 2019). For example, the British Army (2015) considers it one of the seven leadership 
behaviors in its leadership code. In this vein, the U.S. Army also recognizes it as a vital lead-
ing competence. In Army Leadership and the Profession Handbook, the U.S. Army (2019) 
specifies: “The Army expects leaders selected for the command to lead beyond the mere ex-
ercise of formal authority. They lead by example and serve as role models. Their example and 
actions carry tremendous weight” (pp. 1-9). Following this characterization, the Argentinean 
Army states that Leading by example is the primary tool to persuade, train, and motivate 
subordinates and, finally, to become a leader.

Leading by Example
LE is understood as the cornerstone to building subordinates’ trust in their leaders, and trust 
is a crucial factor in a military context for two main reasons (Fors Brandebo et al., 2013; 
Sweeney et al., 2009; Yeşilbaş & Çetin, 2019). Firstly, militaries often perform tasks in life-or-
death situations, where the risk of being injured is tangible; even during peacetime and train-
ing, they have a high probability of being wounded due to using weapons (Ford Brandebo 
et al., 2013). Secondly, military personnel need to trust their leaders more because they are 
asked to renounce their right to self-determination and to follow the chain of command, so 
their life depends on their leader’s orders (Collins & Jacobs, 2002).
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In this context, Lead by Example has also been conceptualized as a key component of 
Transformational Leadership models—particularly through the dimension of idealized influ-
ence (Bass, 1999). This dimension emphasizes the leader’s ability to serve as a role model by 
aligning actions with shared values, inspiring respect, and gaining trust. Leaders who exem-
plify the values they promote are perceived as more authentic and credible, which enhances 
their ability to motivate and influence their followers. This theoretical framing resonates with 
military leadership expectations, where trust and moral authority are built not through rhet-
oric but through consistent, observable behavior.

This characteristic is also present in one of the six transformational leader behaviors 
identified by Podsakoff et al. (1990): Providing an Appropriate Model, which refers to leaders 
setting an example consistent with the values they promote. This behavior reinforces the idea 
that effective leadership is not only about verbal guidance but also about embodying the 
standards expected from followers.

In addition to its presence in transformational leadership theory, the principle of lead-
ing by example has been analyzed from the perspective of embodied leadership. Drawing 
on a phenomenological approach, Fisher and Robbins (2014) emphasize that in military 
contexts—especially under extreme conditions like combat—the leader’s physical body be-
comes a crucial site of leadership performance. “Leading from the front,” sharing physical 
risks, and displaying visible, exemplary behavior are symbolic gestures essential to building 
trust and credibility among followers. In life-threatening environments, where verbal com-
munication is often limited or ineffective, the leader’s embodied actions—how they move, 
act, and face danger—speak louder than words and become central to motivating and guid-
ing the group. As the authors argue, this kind of leadership cannot be faked: it must be con-
sistently performed through congruence between speech, action, and presence.

	 However, because LE is a ubiquitous concept, millions of actions can embody it, 
and this factor makes definitions too abstract and difficult to operationalize. On the one hand, 
we can find short definitions. For example, Lundqvist (2014) found that for Swedish cadets, 
leading by example means that the leader should act as he/she wants subordinates to act. 
Lapidot et al. (2007, p. 24) define it as “following the same code of conduct as required from 
the soldiers.” On the other hand, we can find more extended and more detailed definitions in 
military handbooks. For instance, the Chilean Army (2014, p. 12) describes it as follows:

We are not only referring to the physical aspect but also to the set of actions that we carry 
out and that, in synthesis, generate a general image of our person. This is where BEING is 
mixed with DOING, where our speech becomes valid, generating our followers’ confi-
dence through a precise emotional balance, military bearing, military security, and physical 
capacity. In short, it forms the basis of the “personal example.”

Continuing with another definition, the Argentinean Army (1990, pp. 46-47) states in 
its command handbook that:
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Exemplary actions will always have the virtue of awakening or giving birth to unsuspected 
powers in subordinates by bringing into play the psychological factors of affective con-
tagion, imitation, and elevation of aspiration levels. When this happens, they will model 
characters and perfect behaviors, draw men, and be decisive in increasing the commander’s 
ascendancy. Men will never usually be guided by the abstract precepts of pure reason. They 
will need to see their ideal embodied in a man, which prompts them to follow them through 
the seduction of example (…) The leader who sets the example will be able to ask his men 
for everything because he will always conquer and deserve their trust (…) The example 
must be given both inside and outside service because the leader’s life will speak to his men 
louder than his voice. When his life contradicts his words, a lack of logic will negatively 
impact his ascendancy.

The British Army (2015) provides us with another example in these terms: 

You cannot lead people beyond where you can and are willing to go yourself. All leaders are 
role models, and as an Army leader, you must actively demonstrate our Values in everything 
you do. On operations, on exercise, in camp, on the sports field, and off-duty, you must 
demonstrate behavior that aligns with our six values. By consistently doing so, you will be 
considered an authentic leader who ‘Walks the Walk’ as well as ‘Talking the Talk’ – this 
promotes Integrity. Leaders who lead by example also inspire Courage and Selfless (p. 16).

Finally, when specifying leadership strategy, U.S. Army (2019, p. 10-2) highlights that 
“(…) Like direct and organizational leaders, strategic leaders lead by example and exert indi-
rect leadership by communicating, inspiring, and motivating.” 

Reframing Lead by Example: Our Conceptual Approach
In this study, we propose a conceptualization of lead by example that integrates two essential 
components: consistency and role modeling. Consistency ensures alignment between what 
leaders demand and what they practice, reinforcing their integrity and moral authority in the 
eyes of their subordinates. On the other hand, role modeling emphasizes vicarious learning, 
where a leader’s actions serve as a tangible guide for internalizing appropriate values and 
behaviors.

Consistency is the congruence between what leaders believe or demand and what they 
demonstrate through their actions. It reflects the alignment between a leader’s values, princi-
ples, and commands and their observable behavior. In a military context, this characteristic 
translates into the leader’s ability to act according to the standards they expect from their 
team, thereby fostering mutual trust, motivation, and respect. For example, a leader who pro-
motes courage must be the first to face risks; a leader who values sacrifice must endure the 
same hardships as their subordinates, such as adverse weather conditions or resource short-
ages. Consistency ensures that the orders given by leaders are balanced and well-founded, 
avoiding disproportionate or unreasoned decisions in concrete situations.
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Moreover, consistency is also linked to the concept of integrity, understood as the 
leader’s ability to act ethically and by their principles in both formal and informal contexts. 
In a military setting, integrity strengthens the leader’s moral authority and inspires respect 
and commitment from subordinates. For instance, a leader who promotes mutual respect 
must embody this principle in their interactions with superiors and subordinates, even under 
high-pressure circumstances.

The role-modeling component focuses on the leader’s ability to serve as a reference 
point for their subordinates’ learning. Rooted in Bandura’s (1972) theory of vicarious learn-
ing, this concept implies that subordinates observe their leader’s behavior and learn from 
their decisions, reactions, and values in action. This process allows subordinates to identify 
essential attributes across different situations and derive principles that guide their conduct, 
even in complex or uncertain contexts.

The significance of role modeling lies in its ability to foster practical and lasting learn-
ing, especially in military environments where abstract norms and values must be translated 
into concrete actions under pressure. By serving as a model, the leader imparts knowledge, 
shapes attitudes, and reinforces desirable behaviors within their team. This directly impacts 
cohesion, morale, and trust—critical factors for success in challenging missions.

Furthermore, LE enables subordinates to internalize organizational values such as disci-
pline, respect, and responsibility by observing their direct application in the leader’s conduct. 
In this sense, the leader becomes both a pedagogical and moral agent, capable of influencing 
not only the operational performance of their team but also their personal development. This 
influence facilitates the achievement of immediate objectives and cultivates a strong and 
resilient organizational culture.

Based on its conceptualization, this article’s objective is to construct and validate a 
scale to assess leading by example in military leadership.

Method

Participants
The sample was composed of 460 cadets from an Argentinean Military Institution. 81.1% 
(n=373) were male, and 18.9% (n=87) were female, with a mean age of 22.10 years 
(SD=2.72, Min=17, Max=29). Regarding the cadets’ career development, 34.3% (n=158) 
were taking first-year courses; 18.7% (n=86), second-year courses; 10% (n=46), third-year 
courses; 6.3% (n=29), fourth-year courses; 28.5% (n=131), fifth-year courses, and 2.2% 
(n=10) did not answer. 

A random sample was selected to conduct an Exploratory and Confirmatory Factor 
Analysis to split the original group into two. Finally, the Exploratory Factor Analysis sample 
consisted of 189 participants, while the Confirmatory Factor Analysis sample consisted of 
271 participants. 
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Instrument
A self-questionnaire was designed with socio-demographic questions and the following scale:

Military Leading by Example Scale (MILES): This scale was designed jointly with three of 
the project members. It assesses the importance that subordinates attach to the leader’s exam-
ple when commanding, and it is composed of two main characteristics: (a) Consistency, con-
gruence between what leaders believe or order and what they do or act, (b) Role-modelling, 
the ability to learn to act appropriately observing the leader’s behavior. The scale description 
and its psychometric characteristics are detailed and analyzed in the Results section of this 
study. Its final version is exhibited in Appendix 1.

Procedure
As an initial step in designing the scale, definitions of leading by example were identified 
by reviewing prior research, military psychology, and military literature. Most of these defi-
nitions were in Armed Forces leadership handbooks. However, much of this information 
was challenging to access due to the limited availability of the manuals and the complexity 
of their language. Based on accessible information, an analysis was conducted to identify 
common denominators that capture the essence of leading through personal example. This 
analysis revealed several key attributes, such as integrity, which were further synthesized into 
broader conceptual categories. Ultimately, two core components were extracted from the 
definitions: (a) Consistency and (b) Role-modeling. 

Drawing on this conceptualization, a pool of 60 items was initially developed to reflect 
the two proposed dimensions of Leading by Example. From this pool, 17 items were selected 
for the initial version of the scale. Conceptual criteria guided the selection: We prioritized 
items that (a) reflected core aspects of Consistency and role modeling, (b) were well-formu-
lated and easy to understand, and (c) showed diversity in wording and behavioral expression 
to avoid redundancy and ensure comprehensive coverage of the construct.

For data collection, a paper version was designed, and the questionnaire was applied 
collectively in the Military Institution. Along with the questionnaire, the participants com-
pleted an informed consent form. This document explained that their participation was vol-
untary and anonymous and that it would only be used for academic purposes. It was also 
stressed that participants could stop collaborating at any point in time.

We used the statistical packages SPSS version 21 and AMOS.24 for data analysis.

The datasets generated and/or analyzed during the current study are available in the 
Open Science Framework repository at the following link: https://tinyurl.com/2u7726ja. 

Data Analysis
Regarding missing data treatment, scale items were imputed because no item exceeded 
1.8% of uncompleted data (Rial Boubeta et al., 2001). Substitution was not performed for 
gender and age variables, and incomplete questionnaires were excluded.

https://tinyurl.com/2u7726ja
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An Exploratory Factor Analysis with an Unweighted Least Squares extraction method 
(ULS) was performed using oblique rotation (Promax with Kaiser normalization), which al-
lows for testing correlation between subscales (Costello & Osbourne, 2005). The criteria for 
an acceptable factor solution suppose: (a) that factors have a minimum eigenvalue of 1 and 
screen tests, (b) exclusion of coefficients pattern below .40, and (c) a minimum of three items 
on each factor (Tabachnick & Fidell, 2007).

Confirmatory Factor Analyses of NAS using the Unweighted Least Squares estimation 
method were conducted. To determine the model’s adequacy, Goodness-of-Fit statistic (GFI), 
Adjusts Goodness-of-Fit statistic (AGFI), and Standardized Root Mean Square Residual (SRMR) 
were examined. GFI and AGFI values above .95 and SRMR values as high as 0.08 indicate 
well-fitting models (Hooper et al., 2008; Hu & Bentler, 1999; Kline, 2011; Wang, 2015; 
Widaman & Thompson, 2003). Both factorial analyses were conducted using the unweighted 
least squares method because, as Forero et al. (2009) stated, this estimating method is appro-
priate for calculating an ordinal factor analysis model. According to the authors, ULS provides 
more accurate and less variable parameter estimates and more precise standard errors. 

Results
As a first step in the validation process, an Exploratory Factorial Analysis was carried out 
to extract the underlying factors. The statistical procedure was divided into four sequential 
phases: (a) data evaluation, (b) factor analysis, (c) internal consistency, and (d) dimensions 
interpretation.

Phase 1: Data set appropriateness evaluation  
The Kaiser-Meyer-Olkin (KMO) and Bartlett’s sphericity test were run to analyze partial corre-
lations with the originals and matrix identity. Tests indicated that the data was appropriate for 
carrying out a factor analysis. Bartlett’s sphericity test was significant χ2= 643.480, df= 55, p< 
.001). Likewise, the KMO sampling adequacy measure was .75 (Hutcheson & Sofroniou, 1999).

Phase 2: Unweighted least squares using Promax with Kaiser 
normalization rotation
Components were identified based on the Kaiser rule (eigenvalues > 1.00) and scree plot 
analysis. The Unweighted Least Squares (ULS) extraction method revealed that the most par-
simonious and theoretically meaningful solution consisted of two components, which to-
gether explained 26% of the total variance. The initial item pool included 17 items.

Following the Exploratory Factor Analysis, six items were removed because they did not 
meet the minimum pattern coefficient threshold of .40 (Tabachnick & Fidell, 2007), which is 
commonly used to ensure adequate factor loading. These items either loaded weakly across 
all factors or showed substantial cross-loadings, thus undermining the structure’s interpreta-
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bility. As a result, the final version of the scale retained 11 items that demonstrated adequate 
psychometric performance and conceptual coherence. Table 1 presents the factor loadings 
for the retained items across the two dimensions.

Table 1. Exploratory Factor Analysis of NAS with the normative proposal taxes using 
Promax with Kaiser normalization rotation

Nº Items
Structural Matrix

M DS Factor 1 Factor 2

5 When I see that the leader does the same thing he asks of 
me, I admire him.

4.51 .84 .631

4 I understand the feeling of camaraderie when I see that 
the leader is the first to care about his subordinates.

4.65 .76 .540

9 I trust the leader who does what he thinks. 4.09 1.05 .469
1 It is important that a leader can do what he demands. 4.75 .63 .461
2 Watching a leader suffer hunger or inclement weather 

beside me fills me with pride.
4.37 1.14 .419

8 If the leader treats me fairly, I will learn to do the same 
with my subordinates.

4.34 1.11 .410

11 The leader must perfectly combine ideas and actions to 
influence me.

4.12 .99 .409

10 I am demotivated when the leader gives orders that he is 
not able to carry out.

4.12 1.23 .640

7 It demotivates me when I see that the leader does not 
apply the values he instills in me.

4.29 1.13 .605

3 I lose credibility in the leader when he promises us 
something and does not fulfill it

3.89 1.29 .512

6 I am demotivated when the leader expresses concern for 
me or a comrade but never finds a moment to talk to us

3.25 1.33 .394

% variance explained by each factor 18.5 7.62

% total explained variance: 26.13

Phase 3: Internal consistency
Internal consistency analysis of factors 1 (α = .65) and 2 (α = .61) revealed satisfactory levels. 

Phase 4: Factors interpretation  
The scale assesses LE from its two components: (a) Consistency and (b) Role-modeling. 
Consistency refers to the assumption that leaders must act congruently with their values   and 
beliefs and that their subordinates’ demands must be consistent with their actions. Being 
consistent will be reflected in a myriad of actions within the military. For example, if leaders 
encourage sacrifice on a mission or in military training, they should suffer the same harsh 
conditions as their subordinates. As another example, if leaders demand their men and wom-
en to be brave, they must be the first to face a problem or endanger their lives to save them.
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Role modeling implies that subordinates learn to act appropriately by observing 
leaders’ behavior. Their conduct becomes a parameter that guides subordinates’ behavior. 
Consequently, leaders’ actions function as a learning instrument for people to absorb abstract 
concepts vicariously and as a display to show how to do things. All these things considered, 
leading by example involves leaders being consistent and setting an example to drive sub-
ordinates to accomplish a mission or educational training. LE makes subordinates recognize 
their leaders as consistent, empathetic, reasonable, and trustworthy; therefore, their orders 
will be respected and more easily followed. 

The scale’s first dimension was coined as Expectations of LE because the items describe 
desirable actions that reflect leaders’ congruence between what they think and act and be-
tween what they demand and what they do, as well as the importance of the leader’s ability 
to teach, instill, or demonstrate abstract concepts in concrete actions. The second dimension 
was labeled Frustration due to a lack of LE because it refers to negative emotions, such as de-
motivation or loss of trust, that subordinates experience when leaders do not act consistently 
or become role models to follow. 

In the first dimension, the importance that subordinates attach to leading by example in 
leadership is evaluated, while the second dimension represents the extent to which it affects 
them emotionally that the leader does not set his/her personal example. A CFA analysis with 
a two-dimensional model was carried out as a second step in the validation and considering 
the EFA results.

Confirmatory factor analysis
The CFA results showed a satisfactory model (GFI= .992; AGFI = .985; SRMR= .039). 
However, two more items were excluded (6 and 16) because their regression weights were 
less than .40. Figure 1 shows standardized parameter estimates in which the item’s regression 
weights were acceptable (between .44 to .82). Internal consistency for Expectations (α = .64) 
and Frustration (α = .64) exhibits satisfactory levels.

Figure 1. MILES Confirmatory Factor Analysis
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Discussion and conclusions
This study aimed to reconceptualize the notion of Lead by example, transforming it from an 
abstract and broadly recognized principle into a concept that can be systematically defined 
and evaluated. By critically analyzing existing definitions and perspectives, we sought to 
address the challenges of its operationalization, ensuring a more precise understanding of its 
core components. This process involved identifying the essential attributes of LE and synthe-
sizing them into a cohesive framework that captures its significance in military leadership. 

This aligns with previous international research highlighting the importance of exem-
plary leadership behavior. Within the framework of transformational leadership, the concept 
of leading by example is reflected in the dimension of idealized influence, which emphasiz-
es the leader’s ability to inspire trust and respect by acting consistently with shared values 
(Bass, 1999). Similarly, Podsakoff et al. (1990) identify “providing an appropriate model” as a 
key transformational behavior, underlining that effective leadership relies not only on verbal 
instruction but on visibly enacting the standards expected of followers. From an embodied 
leadership perspective, Fisher and Robbins (2014) stress that, especially in military contexts, 
leadership is communicated through actions and physical presence, particularly under ex-
treme conditions where credibility must be demonstrated, not declared.

Building on this conceptual foundation, we developed and validated an instrument de-
signed to assess the importance that subordinates attribute to this leadership competency. At 
a statistical level, EFA results show a satisfactory scale structure, and the dimensions present 
a moderate internal consistency (Loevinger, 1954; Santisteban Requena, 2009; Virla, 2010). 
CFA results exhibit an adequate fit for this scale, and the reliability coefficients indicated 
satisfactory levels of internal consistency for both dimensions. 

Although the dimensions in both samples exhibit acceptable internal consistency, their 
alpha values are slightly below the commonly recommended threshold of .70. This can be 
explained by two factors: first, alpha values tend to be lower when dimensions contain few-
er items (Argibay, 2006; Cortina, 1993); and second when the constructs being measured 
are conceptually heterogeneous (Tavakol & Dennick, 2011). In the case of MILES, the two 
dimensions—Consistency and Role-modeling—reflect distinct yet interconnected aspects of 
LE. Consequently, the diversity of elements these dimensions aim to capture likely contrib-
utes to the moderate internal consistency scores.

Despite this, the results of the Exploratory and Confirmatory Factor Analyses provide 
strong support for the structural validity of the scale. These findings indicate that the instru-
ment effectively measures the intended dimensions and offers a meaningful framework for 
assessing the importance subordinates attribute to LE. While the moderate alpha values point 
to areas for potential refinement, they align with the theoretical diversity of the construct, 
highlighting the scale’s capacity to operationalize a complex leadership competency.

This study has certain limitations. The sample is restricted to military cadets from the 
Argentine Army, which may limit the generalizability of the findings. In addition, while ade-
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quate for initial validation, the sample size may not capture the full variability of perspectives 
across the military hierarchy. The absence of more experienced personnel, such as mid-level 
or senior officers, may also limit our understanding of how Leading by Example is interpreted 
and valued at different stages of a military career.

While military leadership is often guided by a core set of values that transcend national 
cultures and operate on a transnational level (Fisher et al., 2016), future research should 
aim to test the scale with cadets from other branches of the Armed Forces, as well as with 
officers. Additionally, to further establish the instrument’s validity and applicability, it would 
be valuable to administer it in military contexts from different countries. Although our initial 
analysis of military manuals revealed strong similarities in how “leading by example” is 
defined across national contexts—particularly in terms of moral integrity, professionalism, 
and responsibility—it would be worthwhile for future studies to explore whether cultural or 
doctrinal differences shape the way this principle is interpreted or enacted in practice.

The findings of this study may contribute to enhancing military leadership training by 
offering a concise and targeted tool for assessing exemplary conduct. While existing leader-
ship instruments often focus on broader constructs—such as transformational or transactional 
leadership—the MILES scale provides a complementary lens that zeroes in on the dimension 
of personal example. By integrating this scale into leadership development programs along-
side more comprehensive evaluations, military institutions could better understand which 
individuals embody the values they promote. For instance, it could be implemented in officer 
commissioning courses or advanced command schools as part of peer or subordinate feed-
back exercises. It may also serve as a complementary tool during performance evaluations, 
helping to identify individuals who, beyond fulfilling formal responsibilities, are recognized 
as exemplary figures within their units.

In the military, attaining command positions is a natural consequence of career pro-
gression. However, not all commanders succeed in becoming true leaders. This instrument 
distinguishes between those who merely hold a position of authority and those perceived 
as genuine role models by their subordinates. A true leader exercises authority and inspires, 
motivates, and becomes an example to follow. By assessing leadership capacity from the 
perspective of peers and subordinates, MILES provides a key tool for identifying leaders who 
meet the formal demands of their role and embody the values and competencies essential 
for exemplary leadership.

In conclusion, this study offers an important step toward systematically conceptualiz-
ing and measuring Leading by Example in military contexts. By capturing how subordinates 
perceive and value exemplary conduct, the MILES scale provides theoretical insights and 
practical tools for leadership development. While further studies are needed to expand its 
use across diverse military populations, this research bridges the gap between normative 
leadership ideals and measurable, observable behaviors.
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Appendix 1		

MILES English version

1 I consider it important that a leader can do what he demands.

2 Watching a leader suffer hunger or inclement weather beside me fills me with 
pride.

3 For me, a leader’s credibility decreases when he promises us something and does 
not fulfill it.

4 I understand the feeling of camaraderie when I see that the leader is the first to care 
about his subordinates.

5 When I see that the leader does the same thing he asks of me, I admire him.

6 It demotivates me when I see that the leader does not apply the values he instills 
in me. 

7 If the leader treats me fairly, I will learn to do the same with my subordinates.

8 I trust a leader who acts like he thinks.

9 I am demotivated when the leader gives orders that he is not able to carry out.




