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Selected commandery distinguishing 
features of women in the army  
in the opinions of other soldiers

Introduction 

The results of literature research indicate that 
nowadays the interactive female style of manage-
ment is more valued, mainly due to their focus on 
human capital and consideration for the sphere of 
motivation to work. Moreover, factors that are im-
portant are the conditions for its implementation 
and other features that make up the range of dis-
tinguishing features, including competencies, dis-
tinguishing both sexes. In addition, women perform 
better than men in assessing managerial competen-
cies, thus emphasizing the need to include women 
in management processes [Niechoda 2019:21-30]. 
In literature, there are arguments that women bring 
business qualities and talents specific to their sex 
developed from their previous life experiences. This 
may mean that the traditional model of hard male 
management, based on authoritarianism, rivalry, 
and lack of empathy, is no longer relevant [Różycka 
2019]. In business organizations, the lack of un-
derstanding by top management of the values that 
women bring, ranging from networked, systemic, 
and contextual thinking [Dźwigoł-Barosz 2016:129-
140], all the way to linear thinking, is a big prob-
lem. Perhaps it is an oversimplification to say that 
women use ”management by love” and men ”man-
agement by fear” [Rubin 2016:136], but it certainly 
indicates the extent of the differences. The situa-
tion becomes even more complicated when analyz-
ing in detail the competencies of women and men 
in military structures. Is it also necessary to look 
for the features of androgenic leadership here? It 
seems possible that women in command positions 

have taken over some masculine traits and directed 
a command-and-control style, with a focus on quan-
titative parameters, acting aggressively, and deter-
mining unambiguous, strategic directions of action 
[Niechoda 2019:24]?

The aim of this article is to present the results 
of research carried out on a sample of 80 soldiers 
(women and a man) in selected areas related to 
command by female soldiers. The assessment was 
given by respondents who were both led by women 
and led without gender division. The main research 
problem of this study is determining perception of 
women’s leadership competencies by soldiers, which 
is presented in the specific questions:
1.	In the opinion of the soldiers, are there gender-

-related command competencies?
2.	How do soldiers assess the command competence 

of women soldiers?
The research was based on a quantitative meth-

odology, using targeted sample selection and a stan-
dardized research tool (survey questionnaire). The 
methodology used in the article is descriptive statis-
tics, due to the size of the research sample, as well as 
the preliminary nature of the research. The research 
is also used to identify the thesis which could be 
the basis for further empirical investigation and the 
planned doctoral conception in the analyzed area. 

The article consists of four main parts. The first 
part describes the theoretical basis and presents se-
lected results of empirical research on the command 
characteristics of women in the army. In the second 
part, attention is paid to presenting the research 
sample, while the third part concentrates on the 
results of the research. The last part presents con-
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clusions highlighting the pilot nature of the research 
and pointing out its weaknesses, thus presenting a 
discussion of the results. 

Theoretical foundations  
and selected studies  

of the command characteristics 
of women in the army 

Command competencies have always played a 
large role in army development in the world. For this 
reason, the armed forces undertake various types 
of activities to shape those competencies among 
soldiers occupying command positions. Regardless 
of the gender represented, there are qualities and 
predispositions that are vital in the performance of 
duties in this position. So what characterizes the 
command process and what qualities distinguish an 
exemplary commander? Finding the answer to this 
question is not easy, mainly due to the uniqueness of 
various armed forces. 

In literature it is often emphasized that command 
is a specific form of directing, which should be under-
stood ”as an action on someone or something so that 
it causes someone to behave according to the will of 
the executive. In an organization, management is as-
sociated with the direct relationship and contact of 
the supervisor with the team, or its members man-
aged by him” [Kręcikij, Wołejszo 2007:12]. On the 
one hand, the command task is to inform soldiers, and 
on the other hand, to lead them in specific battlefield 
conditions [Koziej 1993:114]. In terms of norma-
tive acts functioning within the Armed Forces of the 
Republic of Poland, command should be understood 
as preparing military operations and directing them 
[Regulamin 1996:5]. From the point of view of psy-
chophysical predispositions, this process is a ”direct-
ed and controlled influence on the behavior of other 
people (subordinates) to evoke the commander’s in-
tention. Command is an art that is the area and skill 
of the commander and requires, in addition to knowl-
edge and skills, appropriate predispositions. As an 
art, it also contains immeasurable elements as well as 
leadership, motivation, and risk” [Jarecki, Sołoducha 
2000:24] and control [Pigeau, McCann 2002:55-56].  
The definition of command used in this study em-
phasizes that it is a process of achieving valuable re-
sults with a fair, caring, and respectful approach to 
all people involved in the implementation of the set 
goals [Blanchard 2007:15-16]. It is identical to the 

American approach to command, according to which 
an exemplary commander should [Sinder, Nagl, Paff 
1999:36-38]: 
	• be aware that he or she serves society,
	• put the interests of the military service above their 

own, as well as group interests over individual ones,
	• be characterized by a high level of knowledge and 

skills and constantly expand them,
	• demonstrate honor and courage,
	• remain faithful to the superiors and the Constitu-

tion, and be loyal to them,
	• represent high personal culture and be an exam-

ple to others.
Command, therefore, is characterized by soft fea-

tures that are currently categorized as feminine. This 
conclusion is confirmed in the research carried out by 
B. Drapikowska. According to respondents in the au-
thor’s research, a good commander should take care 
of the well-being of 33 of their soldiers, the integra-
tion of the group, and relations in the military units.

In 2010, at the request of the representant of 
the Minister of Defense for the Military Service of 
Women within the Military Bureau of Social Re-
search, M. Baran-Wojtachnio and J. Branicka con-
ducted research on the specificity of women’s ser-
vice in command positions in conditions harmful to 
health. The research aimed to determine the speci-
fications of the service of female soldiers serving in 
command positions and the development of their 
service. It was a study that used the technique of an-
imalization, which consists of designing and imagin-
ing someone or something. Respondents were asked 
what women associate command with. It turned out 
that to a large extent they associate it with strength, 
courage, and teamwork, but also with superiority 
and dominance, connected to responsibility. There-
fore, responsibility is one of the most important as-
pects of command. The research also highlighted the 
differences between the command style of women 
and men [Baran-Wojtachnio, Branicka 2010].

Soldiers of different ranks from the basic level 
commanders (team and platoon commanders), as 
well as two company commanders took part in the 
interview. The majority of 95% consisted of men 
and 5% of women. The research authors did not 
use the gender division in terms of belonging to per-
sonal corps, but it is known that the most numerous 
groups participating in the research were soldiers 
from the non-commissioned officer corps (44%) and 
private corps (38%), and the least numerous repre-
sentatives of the corps of senior officers (4%) [Ba-
ran-Wojtachnio, Branicka 2010]. 
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The results indicate that the female style of com-
mand features cooperation based on partnership 
rather than a typical military hierarchy. In addi-
tion, research shows that the female command style 
could be described by distinguishing features [Ba-
ran-Wojtachnio, Branicka 2010]:
	• command by women is based on the idea of coop-

eration-partnership; mutual commitment and as-
sistance are essential elements, although formally 
the structure of the hierarchy is preserved.

	• the important thing is to earn respect and build 
authority among subordinates.

	• women soldiers in command positions can de-
pend on the support of co-workers and superiors; 
most of the survey participants mentioned that 
they have experienced support from the begin-
ning and can count on it to this day.
During the research, soldiers of various ranks 

were also asked to evaluate the service of women in 
command positions concerning professional prepa-
ration and performance of official duties. The old 
school grading scale was used for this, starting from 
2 – insufficient to 5 – very good. The average rat-
ing was 3.4. It is worth emphasizing that the mili-
tary environment evaluates female performance as 
sufficient with a plus. Interestingly, the service of 
women as commanders was assessed by the corps of 
senior officers by the highest range. About one third 
of respondents have not worked with women in com-
mand positions. Good ratings were given by soldiers 
from the corps of privates, who are potential subor-
dinates of the mentioned group of commanders. In 
conclusion, women can also be good commanders, 
having authority among their subordinates.

Research sample

The research method was used in the form of a 
diagnostic survey carried out using a questionnaire 
posted on the survio.com portal. The survey con-
tained fifteen closed questions, where respondents 
were asked to indicate one answer, and nine open-
ended questions, where respondents were asked to 
elaborate on their statements. The research was car-
ried out in May 2022, and the research sample was 
selected deliberately. The research group consisted of 
women soldiers (31% - 25 people) and men soldiers 
(69% - 56 people), serving in military units of the 
Land Forces, Air Force, Special Forces, and Navy. 
At the time of the survey, the soldiers from the study 
group were of different military ranks (Figure  1).

Figure 1.	 Military ranks of respondents (numbers)

Source: own research.

Most of the surveyed soldiers (79%) serve on 
a permanent contract, and a small portion (21%) 
serve on a contract agreement. The soldiers par-
ticipating in the research were asked to specify the 
time of their service. Most respondents suggested 
a range of between five and ten years of service 
(Figure 2). 

Figure 2.	 Years of service of respondents (numbers)

Source: own research. 
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In Poland, the history of women in the army be-
gins in 1988. This year, the Armed Forces began re-
cruiting graduates of selected fields of civilian stud-
ies, most often in the field of medicine. Since 1988, 
the number of women in all corps has increased sys-
tematically every year (Table 1).

Table 1.	 Registration data by gender of soldiers in the 
Polish Army; 31.12.2021

Number  
of soldiers

Percentage share  
in the Polish Army

Women 9 373 8.3%

Men 104 214 91.7%

Together 113 586 100.0%

Source: https;//www.gov.pl/web/obrona-narodowa/sluzba-wojskowa-kobiet-
w-siłach-zbrojnych-rp-wczorai-i-dzis [access online: 25.04.2022].

However, for women to be able to apply for ad-
mission to the Officers’ Academy, it took another ten 
years. Since 1999, women have had the opportunity 
to study at military schools – in military academies, 
higher officer schools, and non-commissioned offi-
cer schools [Rotter 2012]. As of 31.12.2021, 9373 
women soldiers were serving in the Polish Forces, 
which at that moment accounted for 8.3% of the sta-
tus record of professional soldiers. Among soldiers, 
16.4% of women (1534 females) served in com-
mand positions, as well as managerial positions at 
various levels of command (table 2).

Table 2.	 Number of female soldiers in command and 
management positions at different levels of 
command; 31.12.2021

Full-time degree 
Number  
of women

Colonel 9

Lieutenant colonel 34

Major 150

Lieutenant/Captain 350

Second Lieutenant/Lieutenant 435

Senior NON-COMMISSIONED OFFICER 36

Non-commissioned officer 66

Junior NON-COMMISSIONED OFFICER 454

Together 1 534

Source: https;//www.gov.pl/web/obrona-narodowa/sluzba-wojskowa-kobiet-
w-siłach-zbrojnych-rp-wczorai-i-dzis [accessed 25.04.2022].

For comparison, according to the data of the 
Ministry of National Defense from March 18 2021, 
45,417 men served in the private corps, 37,783 in 
the non-commissioned officer corps, and 18,667 in 
the officer corps [Woźniak 2021]. Current data due 
to the military situation in Ukraine is not available. 

Selected gender-related 
leadership distinguishing 

features – results of empirical 
research

A significant portion of 40% of respondents in-
dicated that they regularly work with women who 
hold command positions, 30% that they rarely work 
with women who hold command positions, 28.7% 
that they do so every day, and 1.3% not at all (Fig-
ure 3).

Figure 3.	 Frequency of working with female soldiers in 
command positions

Source: own research.

The participants were asked who reviewed great-
er leadership predispositions – 85% of respondents 
suggested male representatives, 12.5% did not have 
an opinion on this subject, and 2.5% said women. 
These results highlighted that women are still not 
appreciated for their competencies in military orga-
nizations, probably due to historical circumstances 
or the inability to respond to this issue - prosaically 
due to the lack of women in the army. Of all those 
surveyed, 81.3% were commanded by a female 
commander during their service. 

The duties of a commander are accompanied by 
responsibility for people who are exposed to danger in 
everyday working conditions. For the tasks that have 
been assigned to a commander to be performed at 
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the highest level, they are required not only to have 
strictly commanding competencies, i.e., charisma and 
the ability to attract people, but also high knowledge 
of the military. In this research area, the surveyed 
soldiers were asked to indicate the characteristics of a 
good commander. Respondents were asked to choose 
from six features that they associate with a good com-
mander, they also had the opportunity to indicate the 
answer “all the listed qualities” (figure 4).

Figure 4.	 Features of a good commander according to 
respondents (number of indications)

Source: own research.

Most of the respondents highlighted that a good 
commander should have all of the listed features 
but is interestingly more than 20% of respondents 
pointed to integration with soldiers, decision-making 
processes, and confidence equally. 

The service of women in the Polish Army is radi-
cally different from the service of women in other 
armies of the world. In Poland, most women soldiers 
still serve in the Military Health Service, logistics, 
justice, and training centers, as well as at Military 
Universities. 

Even though the positions in the Polish Army are 
constantly expanding to include new female soldiers, 
still promotion, with an overwhelming number of 
command positions, is tougher for women soldiers. 
This is due to informal reasons, because according 
to the law they can apply for all positions [Wolska-
Liśkiewicz 2015:57]. The low ratio of women in com-
mand positions is caused by their devotion to other 

aspects of life, e.g., motherhood, which limits their 
possibility of promotion [Drapikowska 2013:68-84].

The aspiration for women’s professional develop-
ment, in a way, destroys conservative opinions about 
possibilities and gender roles. The public considers 
masculine traits, not stereotypically feminine traits, 
i.e., shyness, emotionality, and sentimentality, to be 
attributed to command. According to the public, a 
person possessing these qualities is not suitable for 
command positions. However, according to psycho-
logical meta-analyses, gender is important in the 
context of command and does not determine the 
quality of performance of a commander. It turns out 
that both women and men can perform command 
duties properly and be successful in this area. Ac-
cording to a study by A.H. Eagly and B.T. Johson 
published in 1990, women are more oriented toward 
intragroup relationships, representing a democratic 
style, while men perform their duties in a task-
oriented way and prefer an autocratic style. In the 
presented surveys, according to the majority of re-
spondents, women present a ‘prescriptive’ style of 
command, which contradicts the results of the re-
search of A.H. Eagly and B.T. Johson. In addition, 
only seven respondents indicated that the prescrip-
tive style represented by women is democratic. Such 
conclusions were also reached by the already cited 
M. Baran-Wojtachnio and J. Branicka, who devel-
oped research on the specificity of women’s ser-
vice in command positions in conditions harmful to 
health [Eagly, Johnson 1990]. However, the soldiers 
participating in the author’s research believed oth-
erwise, as they indicated that women represent the 
prescriptive style (31 soldiers indicated this style of 
command, and seven a democratic style) (figure 5).

Responding to the question Does gender matter 
in shaping command competencies? most of the sol-
diers said that it does, but when asked for a reason 
– the majority of respondents pointed not to a pre-
disposition related to gender, but to character traits 
that are not closely related to gender [Królikowska 
2011:389]. 

The respondents gave the following reasons for 
their opinions:

I believe that gender does not matter in shap-
ing command competencies, because a good com-
mander is a charismatic commander regardless of 
gender.

It all depends on the mentality and not on gender, 
I believe that such a statement itself is prejudice.

Yes. What counts are character, skills, and deci-
sion-making.
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Figure 5.	 The style of command of women in the opinion 
of the surveyed soldiers (number of indications)

Source: own research. 

This may indicate that gender is irrelevant in the 
formation of these competencies, unlike the person-
ality traits of a candidate for a commander.

The next question was about the characteristics 
of a good commander associated with the female 
sex. Among the 80 respondents, none of them was 
able to indicate a characteristic related to gender, as 
all of them could also be attributed to the male sex 
as well. J. Sztumski very rightly noted that: ”Not 
every officer performs command functions, but each 
of them can perform them. Therefore, the officer – 
as a current or potential commander – should have 
adequate preparation to perform command func-
tions, which consist in a special way of directing 
people in any situation, including those associated 
with extreme conditions and threats to life” [Sztum-
ski 2005:131]. For this reason, it is worth consider-
ing how women’s command competencies should be 
shaped and whether they are shaped in men. Re-
sponding to the question: how should women edu-
cate and improve their commanding competencies? 
respondents gave the following answers (Table 3).

The most frequently proposed answers were to 
increase the ability to shape their command com-
petencies through exercises, e.g., team building, as 
well as coping with situations requiring increased 
tolerance to stress from soldiers. Another important 
aspect is to enable women to become leaders so that 
they can develop their competencies in a way that 
is parallel to male soldiers. A very important aspect 
in shaping command competencies is also a high 

Table 3.	 Selected statements of respondents constituting 
suggestions for actions to improve the education 
of women’s leadership competencies

In my opinion it is a physical predisposition and knowledge. 
These must be combined because knowledge itself without 
taking the opportunity to apply it in practice is just empty 
words.

Engage in military activities and assume the role of leader, 
even in small groups of people.

Team-building exercises, but not related to typical military 
activities to improve leadership skills, and at the same time 
presenting such features to the team, which in turn will 
translate into the team’s trust in the commander in more 
difficult (military) situations.

Exercises enabling the commander to observe the strengths 
and weaknesses of members of their teams combined with 
the exercise of providing all team members (commander and 
subordinates) with feedback on their skills and competencies 
(including command).

Exercises to develop skills in coping with stressful situations.

Source: own research. 

level of ability to communicate (convey informa-
tion and one’s expectations for the implementation 
of the tasks set). The types of exercises that should 
be mandatory in the process of educating command 
staff of both sexes are also extremely important, be-
cause a high level of these skills is important in ev-
ery command position held, regardless of whether it 
is held by a woman or a man. 

Conclusion

The aim of the article was to present the evalua-
tion made by soldiers (both men and women) of the 
command competencies of women soldiers based 
on their experience. Being a good commander is 
a problematic matter, especially as, to represent a 
high level of command, not only predispositions and 
character traits are needed, but also strong compe-
tencies in this field. In any situation, a commander 
must remember that every soldier has the right to 
be commanded well. Soldiers mostly present opin-
ions that gender is a determinant of command pre-
dispositions. However, it is character traits that in-
fluence the formation of command competencies. 
The soldiers did not notice in women command-
ers any qualities that would help in fulfilling their 
command roles. What is more, the soldiers do not 
confirm the generally observed trends in personnel 
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management, according to which women represent 
the democratic style.

Although the surveyed soldiers could not indicate 
the problems with which women struggle (in terms 
of their command potential), they realized that 
proper preparation of women for these functions will 
significantly affect the quality of duties performed. 
Therefore, a practical goal of this study emerged, 
which is to give training recommendations. That 
would supplement the knowledge and create new 
competencies - dedicated to women.

According to current information, a minority of 
women serving in the Polish Army perform com-
mand functions, while most do not reach a position 
beyond the function of a company commander. The 
results of the research indicate that the role of wom-
en in the army may not be depreciated, but it is cer-
tainly minimized. Perhaps taking the actions indi-
cated in the study will change the position of women 
in the military shortly.

It might seem that women do not occupy a spe-
cial place in the army, at least due to the modest 
numbers testifying to their activity. This is the case 
in Poland, but in the world, the situation is com-
pletely different, especially in the United States, 
where women’s service is more developed [Nagel, 
Spears, Maenza 2021]. The perfect example is also 
the Israeli Army, where about 30% of soldiers are 
women, and in officer positions, the gender ratio is 
equal [Parfieniuk 2016].

A significant disadvantage of the conducted re-
search is the lack of representativeness of the re-
search sample, which does not allow the results to 
be applied to the entire population. Nevertheless, 
they constitute important pilot studies and the foun-
dations of the concept of work in this area. 
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