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We want leaders that are tough, resilient, that can think, and
out-fight and out-smart the enemy. We want them to be
adaptive and agile and flexible. And we want them not only
competent, but we want leaders of character.

GEN Mark A Milley, CSA

Character Development: The continuous process—within the
institutional, operational, and self-development domains—that
strengthens the resolve of Army professionals to live by and
uphold the Army Ethic, including Army Values, as consistently
and faithfully demonstrated in decisions and actions.

Character Development
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Intrinsically, character is “one’s true nature, including identity, sense of purpose, values, virtues, morals and conscience.”

Operationally, doctrine defines character as “Dedication and adherence to the Army Ethic, including Army Values, as consistently and 
faithfully demonstrated in decisions and actions.” 

The Army Profession certifies the character, competence, and commitment of Soldiers and Army Civilians. (ADRP 1)

Character is central to developing mutual trust and cohesive teams within Mission Command (ADRP 6-0), which in turn strengthens 
resilience and personal readiness while contributing to unit readiness. Character Development is a unifying theme within The Army 
Human Dimension Concept, the Talent Management Concept of Operations for Force 2025 and Beyond, is an essential requirement 
for Leader Development (ALDS, ADRP 6-22), and integral to the Army meeting Army Warfighting Challenges 4, 8, 9, 10 and 19.

PROBLEM

The Army Profession 
lacks a concept for 

Character Development 
of Soldiers and Army 

Civilians

CNA GAP #501028

FY16 ALDP

Priority List 3P

SOLUTION

Under authority of HQDA 

EXORD 086-16 HUMAN 

DIMENSION, the Character 
Development Project Team 
articulates, gains approval 

for, and publishes “The 
Army’s Framework for 

Character Development” –
applicable within the process 

of leader and professional 
development – NLT June 

2017, in order to strengthen 
shared identity and inform the 
development and certification 
of trusted Army professionals 
through education, training, 

and experience

OUTCOME

Publish a framework for developing, 

assessing, and certifying the character of 

Army professionals within the existing 

Leader and Professional Development 

process of education, training, and 

experience 

An ethical culture and 

organizational climate are 

prerequisites for character 

development to occur and 

for right conduct to flourish.

Character must be 

developed within the 

context of Leader 

Development!

Character Development Project
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Status

• “The Army’s Framework for Character Development” is approved by CG, CAC for 
Army-wide staffing (through the Character Development Project Team), 27 Jan 2017, 
distributed, 1 Feb 2017; Suspense, 28 Feb 2017  

• 1 May: Staffing Complete -- Signature DRAFT to CG TRADOC 
• 14 Jun:  Publication of “The Army’s Framework for Character Development”
• 4th QTR FY17 – Prepare Implementation Plan for Approval at APLDF 17-4
• 1st QTR FY18 – Implementation initiated; 1st IPR to APLDF 18-1

Way-Ahead

• Assessment
• Quarterly IPR to APLDF & HDSC

Character Development Project
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Character Development
Guiding Assumptions

*e.g., philosophy, ethics, law, medicine, psychology, sociology, anthropology, pedagogy.

CHARACTER

DEVELOPMENT

Character must be 

developed within the context of 

Leader Development!

Our framework is a

multi-disciplinary

approach, informed by       

relevant fields of study.*

Character development

framework must be

tailored to the specific    

operating environment

based on component, 

community of 

practice, etc.

An ethical culture and

climate are prerequisites 

for character development to 

occur and for right conduct to flourish.

Success of this mission

requires insightful, informed 

contributions from across 

the force.
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Facts Bearing on the Mission

1 of 2

• The Army Leader Development Strategy addresses “the deliberate, 
continuous, and progressive process—founded in Army Values—that grows 
Soldiers and Army Civilians into competent, committed professional leaders of 
character” (ALDS, 2013).

• “Leader development is achieved through career-long synthesis of training, 
education, and experience … in the institutional, operational, and self-
development domains, supported by peer and developmental relationships” 
(ALDS 2013).

• The Human Dimension Concept (TP 525-3-7, 2014) recognizes the need for 
character in Army professionals to be deliberately developed throughout an 
Army career; this theme is affirmed in the Human Dimension Strategy (HDS, 
2015).

• Army Profession doctrine states that the Army Ethic guides the decisions and
actions of trusted Army professionals (ADRP 1, 2015).
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2 of 2

• Mission Command doctrine states that mutual trust and cohesive teamwork 
are essential to accomplish the mission (ADRP 6-0, 2012); and these are 
strengthened through consistent demonstration of character, competence, 
and commitment (ADRP 1, 2015).

• Army leadership doctrine states that character development is a process 
involving … education, training, experience, self-development, coaching, 
counseling, and mentoring (ADP/ADRP 6-22, 2012; FM 6-22, 2015).

• While “individuals are responsible for their own character development,” they 
are supported by “leaders [who] are responsible for encouraging, supporting 
and assessing the efforts of their people” (ADRP 6-22, 2012).

• Leaders of character develop through continual study, reflection, experience, 
and feedback (ADRP 6-22, 2012).

Facts Bearing on the Mission
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Intent

• This project redresses a gap in our ability to develop and assess character, providing 
an accessible, accepted, comprehensive, and adaptable framework to achieve 
these ends.

• This framework is implemented in a disciplined, intentional manner within on-
going efforts to develop competence and commitment.

• The Army Profession, institutional and operational Army, and all trusted Army 
professionals continuously strengthen character, competence, and commitment.  
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Purpose of the Framework

• For the Army Profession and the Institutional & Operational Army:

o Describes what must be done regarding policy, programs, and doctrine
(e.g., institutional [education & training] and operational domains);

o Supports assessment of the efficacy of institutional and operational policies,
programs, and procedures that contribute to the development of character;

o Identifies gaps in Army knowledge about character and character development
within leader development for future Army research;

o Assists in synchronization of Army policy and doctrine in describing and assessing
attributes of character in recruits, candidates, Soldiers, Army Civilians within the
process of leader and professional development.

• For the Army Professional (Soldier and Army Civilian):

o Identifies activities that strengthen shared identity;
o Informs the individual regarding self-development; and
o Assists with reinforcing and assessing character in decisions and actions.
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Risks

Failure to accomplish the mission:

• Permits leader and professional development of Soldiers and Army Civilians to 
proceed without explicit, coordinated focus on character in concert with 
competence and commitment;

• Accepts unsynchronized, arbitrary descriptors for desired qualities of character in 
Soldiers and Army Civilians;

• Continues undisciplined ways and means of assessing the success of Army efforts 
to develop character within education, training, and experience;

• Defers to legalistic, rules-based, and consequentialist reasoning in adjudging the 
propriety of decisions and actions; and

• Undermines promulgation of the Army Profession and Army Ethic through explicit 
integration of Character Development in the institutional, operational, and self-
development domains; thus increasing the likelihood of misconduct, indiscipline, 
and unethical decisions and actions. 
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Key Tasks 

1 of 3

• Determine how the relevant literature informs Character Development.

• Identify and include relevant scientific disciplines whose theory and practice
address character and character development (e.g., psychology, sociology,
pedagogy, philosophy, anthropology, etc).

• Identify and gain consensus for an Army Profession lexicon regarding character and
character development.

• Understand relationships among: character, identity, and personality; values,
virtues, and morals (conscience), etc.

• Understand the effects of resilience and social-emotional intelligence as they relate
to character and character development.
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2 of 3

• Identify and determine the effects of factors external to the Army on character
development (e.g., religion, family, socio-economic status, etc.).

• Identify and determine the effects of factors internal to the Army on character
development (e.g., esprit de corps, culture of trust, organizational climate).

• Identify both enablers and obstacles affecting character development within the:
o Institutional Army; and
o Operational Army.

• Determine what must be done to positively influence character development
within the:

o Institutional Army (e.g., policies, programs, procedures); and
o Operational Army (e.g., unit training, garrison activities, etc).

• Define the role for senior stewards (leaders) in supporting character development.

Key Tasks 
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3 of 3

• Determine what activity must take place at the level of the individual within the
team (e.g., leadership, coaching, counseling, mentoring, self-development).

• Determine if service learning and community support activities have a beneficial
effect on character development.

• Determine how the Army Ethic drives Character Development.

• Identify reliable and valid means of assessing character development at the level of
the:

o Army Profession;
o Institutional Army;
o Operational Army; and
o Individual within the team.

• Identify gaps in Army knowledge for future research.

Key Tasks 
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Constraints

• Character development within the Army Profession must be designed and 
implemented in a manner compatible with and integrated within unit training and 
operations.  There is neither time nor other resources to support new training 
requirements.

• The literature and empirical evidence support the imperative that character and 
competence must be developed simultaneously, within the same processes of 
education, training, and experience.

• No additional funding beyond currently projected/approved levels is expected or 
necessary to accomplish the mission.

• Non-governmental SMEs and contributing retirees are volunteers, and no financial 
support beyond invitational travel or currently funded activity will support their 
participation and contributions.

• Based upon the intent to complete this project NLT June 2017, it is expected that 
“The Army’s Framework for Character Development” will depend on research and 
best practices that are currently available or in-process.  
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Sep - Oct 15: Mission Analysis, Supporting APLDF Initiative I-14-007, APL 3P

11-14 Jul 16:  Solicit feedback within CPT Solarium

Oct 15 and continuing: Literature Review (Living Document)

Nov 15: Develop the Project Plan

19 Apr 16: Army White Paper: “Developing the Character of Trusted Army 
Professionals, Forging the Way Ahead”

12 Nov 15: Establish Project Team/Initial Project meeting

Mar - Sep 16: Conduct Analysis of Theories and Concepts for Character 
Development and Assessment of Character (Ongoing)

Nov - Dec 15:  APLDF 16-1 Confirms the Mission Analysis; HQDA EXORD 086-16 
HUMAN DIMENSION (22 Dec 15)

13-14 Apr 16: Solicit feedback during JLAPS

Character Development Project 
Timeline (1 of 2)

21 Jan 16: 2nd Character Development Project Team meeting

16 Jun 16: 3rd Character Development Project Team meeting
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Character Development Project 
Timeline (2 of 2)

Army 

Implementation 

Guidance

Apr 17: Signature DRAFT to CG, TRADOC 

2 – 28 FY17:  Initial DRAFT Army Staffing Framework 
for Character Development; 5th Character Development 
Project Tm mtg; Visit with USAREC, USACC

3rd Qtr:  CGSC Ethics Symposium

20 Jan 17: USAWC Faculty Focus Group

25, 28 Oct 16: Engagement with IET, Tufts Univ

18 Oct 16: 5th Character Development Project Tm mtg: 
Internal DRAFT “The Army’s Framework for Character 
Development”

16 Aug 16: 4th Character Development Project Tm mtg

Jun 17: Publish “The Army’s Framework for Character 
Development” 

7 Dec 16: Army Profession Forum



US Army Combined Arms Center
SOLDIERS AND LEADERS - OUR ASYMMETRIC ADVANTAGE

20170203 cape.army.mil 18

Key Terms (Lexicon)

Ethic - Set of moral principles guiding our decisions and actions (Army Ethic, ADRP1)

Ethics - Study of what is right and wrong (philosophy, theology, law)

Morals - Beliefs about what is right and wrong (conscience)

Character – Our true nature (e.g., values, virtues, identity, purpose, morals) – demonstrated 
in decisions and actions.

Character Development:  The continuous process - within the institutional, operational, and self-
development domains - that strengthens the resolve of Army professionals to live by and uphold 
the Army Ethic, including Army Values, as consistently and faithfully demonstrated in decisions 
and actions.

Identity – Our shared sense of who we are, our purpose in life [why and how we serve], and
supporting roles.

Personality – Our unique variation on human nature, expressed as a pattern of traits and 
adaptations, situated in social context and culture.

Values – Principles or concepts that are always important and reflected in decisions and actions

Virtues -- Qualities demonstrated in conduct and behavior that are respected and admirable.
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ADP 6-0

Mission Command

ADP 1

The Army

The Army Profession develops leaders who exercise Mission Command while 
conducting unified land operations in service of the nation. 

ADP 6-22

Army Leadership

ADRP 1

The Army Profession

ADP 3-0

Unified Land Operation

TRUST:  The Army’s
Internal Organizing Principle
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GAP

Character Development

Revision & Analysis
Informs Doctrine

Integrates Concepts
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Character
Development

Concept

Character Development

Understand

LEAD

LEADER ASSESS

Human
Dimension

Strategy

Army
Warfighting
Challenges

Army 
Operating 
Concept

F2025B

#4

#9

#19

#10

#8
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Developmental Domains

Army Leader Development Strategy 2013
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Vision

VISION: An Army of competent and committed leaders of character with the skills and
attributes necessary to meet the challenges of the 21st Century.

– ALDS 2013
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Trust

. 

Dedication to the Army 
Ethic:  Demonstrated in 

Decisions & Actions

Performance of Duty:
with Discipline &

to Standard

Honorable Service 
& Mission Accomplishment:

Despite 
Adversity, Obstacles, & Challenges

Mission Command & Leader Development depend on the
Character, Competence, Commitment

of Army Professionals in the performance of Duty and all aspects of life

Trust: Essential for Readiness
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Honorable
Servant

Character

Commitment

Steward

Competence

Army
Expert

Trusted
Army

Professional

Dedication to the
Army Ethic:

Demonstrated in
Decisions & Actions

Honorable Service
&

Mission Accomplishment:
Despite

Adversity, Obstacles, & Challenges

Performance of Duty:
With Discipline &

to Standard

Live by & Uphold the Army Ethic

Mission Command
- Trusted Army Professionals -

Trust:  Essential for Mission Command

Shared Identity



US Army Combined Arms Center
SOLDIERS AND LEADERS - OUR ASYMMETRIC ADVANTAGE

20170203 cape.army.mil 28

Intent

Why

Army

Culture of Trust 

Ethical

Command Climate 

Trusted Army 
Professionals 

Inputs

What

(Means)

Policies, Regulations, 
Doctrine, Procedures 

Human Dimension 
Strategy

Army Leader 
Development 

Strategy 

Instructor 
Certification

Process

How

(Ways)

Army Schools

Combat Training 
Centers 

Joint Readiness  
Exercises 

Commanders/ 
Directors

Assessment

Outcomes

(Ends)

Mission Command

(e,e,e)

Duty

(c,c,c)

Transformational 
Leadership

(c,c,m)

Reduce SHARP/ 
Suicide/ Misconduct/ 
Unethical Practices/ 

Toxic leadership

Vision

Mutual Trust

&

Cohesive Teamwork

Personal & Unit

Mission Readiness 

Ethical Application

of

Landpower

Trust

with the

American people 

e, e, e => ethical, effective, efficient
c, c, c, => character, competence, commitment
c, c, m => coaching, counseling, mentoring

Army Leader Development Strategy
+

The Army Ethic

The Army’s Framework for 
Character Development 


