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2During Course One at the Army War College students are
presented with an Image of their future; a complex,
amblgulous and demanding arena that is far dlfferent than
most offlcers below general offlcer rank have experienced.
The plcture |s that of the senlor or executive leader. The
picture 1s made more clear by a graphic representation of
the environment, the tasks and the competencies of the
executive leader. This graphic representation resulted from
research by Dr. H. F. Barber, DCLM, using articles and
results of studies relating to the executive leader In a
non-military environment. The question is ," do these
graphics represent the senior or executive leader in the
milltary?", and more specifically," do they represent the
senlor leader in wartime?", This study attempts to draw a
parallel between the perspectives drawn by Dr. Barber and
those held by senior milltary !leaders who occupled senior
positions In past wars. A primary obJectlve of thls study is
to research the oral historlies maintained by the Military
History Institute and to attempt to draw the parallel using
data from that source. Although there 18 no rank or position
formally associated with the title "senior leader", this
study 18 limited to positions at the three and four star
level.

The results of the study Indicate that the Senlor
Leader model does apply to the military senior leader. There
are aiso strong simlilaritlies between peacetime and wartime
versions of the model. Research using addlitional sources |is

needed to further conflrm the results., _,
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THE EXECUTIVE LEADER:
1S HE THE SAME IN WARTIME?

CHAPTER 1
INTRODUCTION

The Executive Leader. Who is he? In order to glive this
topic the proper military impact, I will use the phrase
Senlor Leader. Why? From my perspective the answer is
relatively simple. Most work in the area of executive or
senior level leadership has been done by behaviorists and
soclal sclentists In the laboratory of the of corporate
executive, therefore the term executive leader. Michael M.
Zals emphasizes the lack of study of the senlor leader from
a military perspective in an article published In ARMY
magazine in March 1986 titled ]Is Leadership At the Top a
Nealected Art?!. He glives credit to the tralning at the
company grade level but effectively, in my opinlon, outlines
Justlfication for definitive direction and a basis for
development at the higher levels,

So, do we know who the senior milltary leader is? This
study is one effort that gseeks an answer from a millitary

perspective In both peace and war.

BACKGROUND

Durlng course | In the academic curriculum at the Army

War College, one of the major objectives ls to shift the




.

mindset of the student from hls past to that of the senior
leader. It Is from that persgpective that the remalinder of
the academic requirements and, subsequently, most student’s
future asslignments are focused.

As part of the effort to provide a clearer plcture of
the senior leader, a graphlc model has been developed by Dr.
H. F. Barber. This model addresses in a graphic format the
environment that the senlor leader works in, the tasks he is
asked to perform and outllines the competencies he should
possess to be successful.

The primary basis of the Dr. Barber’s Senlor Leader
model s derived from the corporate arena. It is, however,
tempered wlth recent studles of and from within the military
structure. Dr. Barber has also shaped the model from his own
experlence gained from observing, studylng and workling
within the milltary structure. The model [Is not based on any
speclfic historical perspectlve and clearly does not include
a deliberate wartime leadership perspective. At best, then,
the mode]l may represent only the senior military leader in a
peacetime environment. If one assumes that the model
correctly represents the peacetime senior leader, then It
begs the questlion that is the basis of this study. Is the
genlor leader the same In wartime?.

why should there be a question of the vallidity of the
model’s relatlonshlp to the senior leader In the wartime

versus the peacetime environment? Is it possible that the
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leaders who are in positlion when a war starts are not the

ones best able to apply the military force properly? There
are indicatlionsg, based on a hilstorlcal perspective, that a
signiflcant number of peacetime leaders may not be able to
make the transition. Russell F. Welgley sums it up best in

his preface to Eisenhower’s Lleutenants 2. He borrows a few

l1lnes from Douglas Southall Freeman’s foreword to his flrst
volume on Lee’s Lleytenants: A Studv In Command 3. Freeman
had sald in essence that the search for capable lieutenants,
or In this case, senior leaders Immedlately subordinate to
the supreme commander, was one of the major difficulties
that had to be resolved before the army was quallfled to
take on the task at hand. Welgley transposed that same
bellef and applied it to the conditions facing the Army In
the early days of WW II. Freeman had also written that the
successful selection of these subordinates is conditioned by
the "capabillty, falr-mindedness, and diligence of the
supreme command". I think it [Is important to note that the
Elsenhowers and Bradleys were Lieutenant Colonels as late as
November, 1941. It |s also falr to say that there were
offlcers iIn many of those senior leadershlip positions in
1940 who were apparantly successful in peacetime but found
lacking and replaced " before the Army could get on with the
task at hand".

The question of the wartime/peacetime application of

the model occurred to me durlng classroom discusslons with
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Dr. Barber concerning his model. In order to get such a
perspectlive, Dr. Barber had already made preliminary
inquirles into researching the oral historles and personal
papers of past wartime senior leaders that are avallable in
the archives of the Military History Library at Carlisle
Barracks. These oral histories became the source of
Information with which to to analyze Dr. Barber’s Senior
Leader model for wartime adaquacy. In many cases the
material in the archives ls the next best thing to a
personal interview with the subject since they are primarily
transcripts of taped interviews. Many of the subjects are
deceased thereby making the information in the Archives even
more valuable.

This project was conducted and the paper |s organized
into three parts:

a. a review and analysis of the Senior Leader model.

b. an analysis of the Senlor Leader model based on
data obtained from the oral hlstories.
c. conclusions and recommendatlons.
During review of the Senior Leader model it ls anticipated

that some changes or clariflications may result.

SCOPE

The scope of this study is limited to the following

constraints. As mentioned earlier the only scource of
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historlical data will be the oral historlies avallable in the
archlves in the Mllitary Hlstory Llbrary at Carllsle
Barracks. The avallabllity of some oral historles Is also
limited due to personal requests of the interviewees,
especlally In those cases where biographies or
autobiographies are possible in the future. I have also

limited examination to the three and four star level.

ENDNOTES

1. Michael M. Zals, “Is Leadership at the Top a
Neglected Art?," ARMY, March 1986.

2. Russell F. Welgley, EISENHOWER-S Lieutenants, p. xvli.

3. Douglas Southall Freeman, _Lee’g Lieutenantsgs: a study
in command, Pp. xXlx - xxxX.
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CHAPTER 11
THE SENIOR LEADER MODEL

"It Is strange that although our Army has devoted
enormous efforts toward leadership development, it remains
unable or unwilling to articulate and adopt a meaningful
leadership model that applles to senlior leaders." Those are
the words of LTG.(Ret) Walter F. Ulimer, Jr. published in a
recent issue of PARAMETERS!. The Senlor Leader model, as
generally defined in CHAPTER I, 1s one attempt to overcome
the shortfall outlined by LTG Ulmer.

The model |8 a graphlic representation of the senior
leader as deflned by the current thinking of varlous study
groups and lndlviduals who have looked at the topic from
both a milltary and corporate clvillan view. Dr. Barber, an
author and [nstructor in the Dept. of Leadership and
Management at the Army War College, has digested and
Institutionallzed the plethora of data avallable [n order to
reflect thls model of the senlor leader in a Unlited States
mlitltary service environment. 3y hls own admission and the
nature of the research data used, the mode! has not passed
the test of a wartime application. The purpose of this
chapter (s to generally lay out the model, portray the
source of the components and analyze lts appllicatlion to the

mlilitary.
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THE SENIOR LEADER

The senior leader 1s not just a concept whereby the
senlor person present is termed "the senior leader". Current
concepts of the senior or executlve leader derive from the
idea that "three broadly different types of leadershlip are
needed"2 in complex organizations in order to avoid belng
overcome by the complexity. The concept holds that there are
unique, critical tasks to be performed at each level of an
organization that are dependent on concepts and guidance
that are promulgated at a higher level. Those relative
levels of leadershlp are defined in decending order as
systems leadership, organizational leadership and direct
leadership. The concept goes on to hold that an indlividual
leader at any level may be required to exhlibit the skllls of
all three levels of leadershlip to be successful. In the
Army, for example, these three levels can be assoclated wlith
organizations from squad to the Department of the Army 3,
Direct leadership ls applied primarily at the battalion
level and below. At this level leadershlip has an immediate
effect and ls usually face-to-face. Organlizational
leadership represents the Integration process whereby the
diverse capabilltles of a range of units are put together to
achleve goals and objectives. This level of leadership |is
applied primarily at the brigade and division level. Systems

leadership Is appllied primarilly above the division level,
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At this last and highest level of leadershlip the systems
leader is required not only to exhibit the other levels of
leadership but also shape the organization to meet the
changing needs of the future. It Is this last level of
leadership that the Senlior Leader model |s Intended to
represent.

The U.S. Army’s latest effort to address senior
leadership, FM 22-103, differs a little In 1t’s definition
of a senlor leader. In the preface of the manual the Chief
of Staff states that "no specliflc level or grade of
leadershlp Is speclifled or Intended"4.He goes on to say that
lf leaders see themselves in the manual then it is
appropriate for them to use the manual. The actual
deflnitlon offered Is equally nonspeclflcs. It addresses
direct leadership as does the academic exampie cited
earliier. The term Indlrect leadership |s used to represent
all other levels. Thls term would appear to Iinclude
organizational and systems leadership. The explanatlion of
the deflnitlon does offer the concept of “Junlor" and
"senior" leaders but stops short of establishing
responsiblility.

The Senlor Leader model is specifically almed at the
three and four star level and the associated command and
st§ff positions that lnherently require the ablllitlies
assoclated with the holders of such rank. This distinct

choice of designating responsiblility does not preclude
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others who may rlightfully see themselves "in the manual" but

It may ellmlnate chooslng otherwise for the three and four

star offlcers.

Fig. 1. Senlor Leader Model

FORMULA FOR SUCESS

The three and four star (or equlivalent) senior leaders
have been glven responsibllity In the Senior Leader model
for systems leadership or as indicated In FM 22-103, the
highest levels of iIndirect leadership. What general steps
must the leader take to be successful!? What are the
Influencling outside factors? What are the internal factors
or abllities that the leader must control or develop? In

our case Dr. Barber has chosen to address these areas as
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tasks, competencles and environment of the senior leader
(Fig. 1). The components of each major element of the model,
as was stated earlier, are the results of research into a
number of studies on executive or senior leadership. An
effort |38 reflected In the model to adjust generic findlings
of the research into speciflc terms relating to the senior

leader in a military setting.

ENYIRONMENT

The term environment represents the source or sources
of Influence that have an Impact on the actlivitlies of the
senior leader. That Influence could come from something as
gsimple as the common cold. However, more than likely the
influence would be much more complex and difficult to

resolve.

"Recently, with the explosion of knowledge in our
soclety, complexlity has become the rule rather than
the exceptlon; suddenly, simple cause-and-effect
relationships, are insufficient to explain many
phenomena. To understand fully even sSeemingly simple
relationships now requires a much broader

perspectlve.“6

Thls description of the difficulties faced by

contemporary senior leaders is indicative of bellefs
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throughout academia and lndustry. The words on the flrst

page of FM 22-103 reflect a similiar thought.

"The changing face of war in the late twentieth
century poses special challenges. Two major factors
impact on the Army and [t’s senlor leadership. First,
nations hostile to democracy have increasing capacity
to wage war. That capaclty requires the Army to
prepare for the entire spectrum of confllct--from
nuclear war to counterterrorist action. Second, the
continued application of technology to warfighting,
coupled with changes in threat capablilities and
posture, has altered dramatically the human demands of

combat ." 7

The compexlty of the environment for the senior
military leader becomes more clear when one considers the
Impllication of the nature of conflict . Army doctrine
addresses confllct at the tactlical, operational and
gtrategic levels. These levels of confllct generally
parallel! the three levels of leadershlp presented earller,
le, direct, organizational and systems leadership. That
places the leader not only in the national environment but
Iin the international environment as well.

Stephen Clement cltes the work of Peter Vaill, a
organizational theorist, to emphasize the Impact of the

"environmental demands and opportunities". Clement credits
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the current major changes ln organlization and structure
within the Army as an initlal reaction to changing
environmental demands®. Those readers who have been in or
observed the Army since 1981-2 can relate to the significant
debate and discomfort that has accompanied implementation of
the changes that are taking place. There has not been
complete agreement on what changes the environment really
demands. The impact on the leadership has been signlflicant
as they attempt to arrlve at concensus both In and outside

the Army.

e — —— - oy -

Fig. 2. Environment

The model attempts to portray the speciflc

. environmental influences on the senlor leader. The specliflc
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influences are surrounded by descriptors which emphasize the

dynamlcs of the model (Flg. 2).

NATIONAL/MULTINATIONAL

The model reflects the national and International
agpects of the environment as derived from the strateglic and
operational levels of conflict that gsenior military leaders
manage. The national influence represents those social and
cultural organizatlons and philosophies that come from the
mere esgsence of the Amerlican soclety. The United States role
as a superpower inherently demands consideration of the
position of other nations. The strategic positioning of
forces and posturing of outside support for U.S. interests
becomes increasingly more dlifficult as more and more nations

develop economically and millitarily.

PRESIDENT

The Executlive is established constltutionally as
Commander In Chlef and thereby is a direct environmental
Influence as the senior executive. There is virtually no
pollicy area that could not potentially have an Impact on
millitary executive decisions. The positions of other federal
and even state agencies add to the difficulty of the

process,
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LEGISLATIVE

The Congress casts a signiflcant cloud In the
environment. As the constlitutlonally mandated vicrgin mother
of the Army, the Congress has ultimate control and thereby a
singularly significant influence on the mllitary senlior
leader. This influence appears to be most evident during
peacetime, sometimes to the point of maklng rather than
Influencing the action as evidenced by the recent DOD
Reorganization Act. Congress also approves the appolntment,
by promotion to general officer, of all senior leaders

withlin the military.

INTERNAL

The model includes both personal Influences and Army
unique Influences under the term Internal. The senlor leader
must consider his own organization. The beliefs, values,
capablllties and individual attitudes within the
organization can have a significant Impact on success. As an
Army senlor leader the value of maintalining a "landpower"
perspective and representing what the "Army wants/needs"
should not be understated. The Internal personal lnfluences
are those that derive from the personality of the individual
and the characteristics of the specific positlion. In a 1986
Acmy study?, General officers interviewed Indicated that

they were reassigned before the results of their efforts
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were realized. Many senlor leaders find themselves lsolated
as a result of their own behavior and/or the nature of an
organization to protect the possi0, gther studies indicate
that the senior leader’s time is constantly in demand making
It difflcult to actually perform the long term planning
required!l, Each of these examples indicate the
environmental pressures that potentially affect the success

of the leader.

THREAT

The last entry that shapes the environment of the
milltary leader 1s the threat. Although last to be discussed
It may be the most signlflcant element of thls component of
the model. Not only does the milltary capablllty of the
threat impact the environment but the other elements of the
environment can be manipulated. Recent effortse by the
Soviets to appear more open and less millitant have had a
notable impact on the more |iberal elements of the U.S.
soclety. Daniel Ortega has been widely acclaimed as playing
very successfully to Influential segments of the
environment. I belleve each of these examples have
complicated and increased the uncertalnty of the senior

military leader’s environment.

TASKS

I11-15




"Successful senior leaders and commanders establlish a
clear personal vislon or concept of what needs to be
accompl ished. Then, they communicate the concept to thelr
organjzations so that the desired intent is clearly
understood. Finally, they apply their craft by belng tough
enough to ensure that thelr organlization executes the
actions necessary to make the vision a reality and achieve
the desired result."!2 This is the task statement contained
in FM 22-103 that establishes the basis for senior
leadership in the Army.

Stephen Clement asserts that the systems leader is
required to perform the following tasks to be successful:13

a. sgset vision

b. design interdependencles

c. create climate

d. establlish informatlon systems.

Another report of the results of study of chief
executives in the clivilian environment indicate an even more
speciflc set of dutiesid, They are:

a. setting direction especlally for the long term

b. allocating resources; establishing prioritles

c. promulgating value systems

d. organization and key executive selectlion

e. development and designation of successor

f. relationship with the board of directors

I11-16




g. key external relatlonships

h. monitoring and evaluattion,
Each of these tasks can be can be related to the four
described by Clement and are refinements of the tasks
outlined In FM 22-103. These same tasksgs were summarlzed In
another article by Clements, T.0. Jacobs, Carlos Rigby and
Elllott Jacques!S, Their explanation of the system suggests
an "interlocking effect from the top to the bottom iIn many
areas" and supports the creation of the "interdependenclies"

mentioned earlier by Clement. They conclude with the

declaration that "senlor leaders are SYSTEMS LEADERS.

understandling a complex world and creating the new
organizations and weapons systems needed to deal with an
even more complex future world'. Their key tasks lnclude:

a. envision the desired future system and its
overarchlng goals and objectives

b. communicate the understanding to all who must share
the work of making It happen

¢c. envision the pleces that need to be created and
made to work together to form the desired new system (or
change the old one)

d. create the pleces and build Interdependencies among
them

e. manage the interface between the organization and

the external environment to insure the organization has the
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Informatlion and other resources needed to function well and
that the environment is frilendly.

These tasks are reflected at Flg. 3. Again the model
attempts to use terms that are fndicatlive of the specific
tasks that are assoclated with the military. 1In thls case
the only unique task Is the national advisory role
undertaken primarily by those senior leaders operating at

the highest levels of the services.

Fig. 3. Tasks

COMPETENCIES

We are left with one element in the equation for

success: the leader or is It manager? I can’t resist
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repeating a comment by Warren Bennis, a noted authority and
author In Leadershlip and Management who sald, "Leaders are
people who do the right thing; managers are people who do
things right. Both roles are cruclal, and they differ
profoundly. I often observe people In top positions doing
the wrong things well" .16 | pelieve Bennis says it all. The
extreme difflculty of the tasks to be accomplished further
compl icated by the environment certalnly calls for things to
be done right. However, |t is even more Important that the
effort be expended on the right thing.

So, what does it take? What skills, abllities and
experiences are required for an jndlvidual to start and
sustain the effort needed for success? As Stephen Clemrant
might put 1t,"What does it take to Insure that all of the
parts of the organlzation mesh properly, not only within the
organization but also with the surrounding environment?". 17
As a cautlon here it should be noted that studies have
suggested that no one person has all the skills that we
might desire and there is no one best way to succeed!8,
Another observer of senlor leaders reflected that "one has
only to look at the successful managers (leaders) in any
company to see how enormously thelr particular qualitles
vary from any ldeal 1lst of executlive virtues."!?

Initial results of research Into the skllls required
of senior military leaders by the U.S. Army Research

Institute for the behavioral and Social Sciences indicate
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that the abillty to bulld concensus may be the most
important skill at the senlor level20, According to the same
study an Important aspect of the ability to reach concensus
are the personal skills used over a long perjod to develop a
network of personal and professional contacts. It went on to
reveal that the most difficult to establish were the
external relationships. Other :apablliitlies revealed were;

a. envison the future C(lntultion)

b. deal in abstractlons

c. establlish values/set climate

d. self evaluate

e. sharing frame of reference with subordinates

f. take risk/deal with uncertalnty
The accuracy of these findings is difficult to refute since
the source was serving three and four star generals.

In an artlicle in the HARVARD BUSINESS REVIEW Robert
Katz proposed that successful executlves demonstrate
effectlveness in three basic skills?!, He defines them as
technical, human and conceptual skills. He bases those
skllls on the assumptlon that the leader primarily achlieves
his objectives through directing the activities of other
people. He goes on to offer that the conceptual skill allows
the senlor leader to see the future and provide the proper
leectlon to the organizatlion. Katz’s findings are different

from those of the previous sources only In the fact that he
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pelieves that the conceptual skill may be the most important
skl1l of all for the senlor leader22,

Warren Bennis, quoted earlier, has his own
observatlions on the competenclies of successful senior
leaders23, He classifies them as ;

a. management of attention, the ablility to project a
vislion and enroll subordinates

b. management of meaning, the ability to communicate
clearly through all resistance and achleve support

c. management of trust, consistancy and focus

d. management of self, knowing and using ones skills
effectively.

Bennls’s view |s expressed In a more general manner than
others but is conglistant with the tasks required of senior
leaders In FM 22-103.

An interesting study of executlves who falled produced
some lnteresting, but famillar, results. The Center for
Creatlve Leadershlp compared successful executlives with ones
who falled and found thelr abllities very similtar24,
However, the generallzations derived from the falliures
indicated that the following characteristics generally
support success.

a. senslitive to other people

b. humillty

c. integrity

d. single minded

I1-21




e. technical competence

f. trusts subordlnates

g. can organize and staff effectlively

h. has vision

1. adaptable

J. confident and lndependent
One of the most lnteresting findings concerned the reaction
by leaders to mistakes. Those who were a success made just
as many as the unsuccessful executives. The dlfference was
the way the mistakes were handled2S, Successful executlives
admitted them, learned from them, fixed them and proceeded
on. Others became defensive, blamed others and generally

acted as |f they had falled.

Fig. 4. Competencles
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Dr. Barber has blended the results of each of the
clted studles to construct thls component of the model (Fig.
4>, I will not go into an indepth discussion of each item in
the model. I belleve It is sufficlient to note that the model
Indlcates the personal characterlstics, capabllities and
experience base (Frames of Reference) that a senior leader

must possess.

SUMMARY

The Senlor Leader model is an synthesis of a serles
of studies and academic proposals that attempt to portray
the ldeallzed senlor/executive leader. The model is a
reflection of the first attempt to portray the
senlor leader from a milltary perspective. Each of the major
components reflects the essence of the proposals or flindings
that were used as background research for the model.

I belleve the model includes the proper components and
elements to provide a graphic message to an aspiring senlior
leader. However, the model does not visually display the
relationship of the major components. I also am not
satisfled that the relationship of the various elements of
those components are clear. However, I am satisfied that the
moqel projects a picture clear enough for the purpoes of
this study. The senior leader faces a very complex

environment made up of national, international, cultural,
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personal and other strong and dynamic influences. He must
accomplish a series of tasks that result In a well organized
and staffed team whlle under these Influences and be
successgsful. In most cases he must use years of experience
and training, shaped by his ability to see the future, and
communicate it to a large number of subordinates in such a
way that they Jolin in his vision and proceed to work In a

coordinated way to bring [t to fruition.
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CHAPTER 111
WARTIME IMPLICATIONS

We can read milltary theorists such as Clausewitz,
U.S. Army doctrine such as that contalned in FM 100-S and,
along with the latest thoughts on gsenior leadership in FM
22-103, construct a great case that the peacetime systems
leaders are the most capable ones for wartime leadership.
However, have we missed something? Have we appllied the
teachings of history to select, traln and promote those
offlcers in peacetime who can win in wartime?

The Senior Leader model has presented a good picture
of the future planner who successsfully energizes the
organlzation to work to meet the requirements of the future,
Is this the proper plicture of the wartime leader? What,
then, {8 the baels for Freeman‘s and Weigiey’s observatlons
concerning the high turnover of senlor leaders during the

inltlal stages of confllct?

BACKGROUND

The source of the research was purposely limited to
the oral histories avallable In the archlves of the Military
History Institute. As I began the research 1 dliscovered

early that the material avallable in the archlives was
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volumlinous. Most of the oral histories were not |ndexed

therefore no ready access to the requlred data was possible.
I also discovered that there was no specific portion of any

of the histories where leadership was addressed. As a result
I had to read each history entirely. Although that made the

actual research a slow process, my historlical background was
Improved considerably.

The oral historlies and other papers malntained in the
archives are a tremendous source of information, especlially
for factual data to support historical research. Many of the
oral historles are accompanied by notes and papers prepared
by the subjects and donated to the Military History
Institute. Many of the records are still controlled by the
subjects and require their approval for use in research. The
oral hlstories are records of taped Interviews conducted,
usually over several sessions, by students and instructors
In the Army War College, historlans and others. The oral
history of General of the Army (GOA) Omar Bradley was done
by his wife.

Each history follows the same baslic format. They begin
with a review of the subjects boyhood days and why the
milltary was chosen as a profession. The remainder of the
history Is normally a cronologlcal progression through the
llfe of the senlor offlicer. Controversial periods or events
are highlighted along with the most signliflicant perlods of

the subject’s career.
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Although there are Just under two hundred oral
histories available in the archives only a relatively small
percentage are avallable that meet the needs of this study.
Since I have defined the senlor leader as three or four star
generals, I limited the research to those offlcers who had
served at the senlor level In WW II, Korea or Vietnam. Due
to the limited nature of Korea and Viet Nam I focused my
attention on those who served in WW II. Those officers who
served in Korea or Viet Nam had also served In combat in WW
Il1. Some served at the senlor level In at least two of the
perlods.

I read the complete studies of seven officers. The

following 1s a list of those whose oral histories I read.

a. GOA Omar Bradley

b. Lieutenant General Elwood R. Quesada
¢. General Matthew Ridgeway

d. Lleutenant General Ira Eaker

e. General Bruce C. Clark

f. General William Depuy

g. Lleutenant General Jullan Ewell

Each of these men was a signlflicant contrlibutor to the
United States Army and to the country In thelr era as they
reached the highest levels of the millitary. Thelr oral
history interviews provided great insight into them as

indlviduals and as leaders.
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GENERAL

The purpose of this part of the study 1s to attempt to
draw the parallels and dlfferences of the wartime senior
leader to the Senlor Leader model. Each of the oral
historles has been researched for information that will
agsist to determine the environment, tasks and competencies
that each of the Interviewees believe exlisted during their
wartime experlence. As mentloned earller, the issue of
gsystems or senior leadership was not specifically addresased
by the interviewer in any of the oral historlies. In several
cases the historles did address specific lssues that can be
related to the Senior Leader model. However, ln most cases,
contributions to the model are a result of an overall
examinatlion and analysis of the information avalilable in the
histories. Since the oral histories are a typed copy of a
taped interview, the officers being interviewed often took
over and departed from the interviewers questlons. It was
generally on these excurslions that iInformatlion useful In

thls study was presented.

ENVIRONMENT

Two factors that impact the environment In wartime

became evident from the readings. The tirst has to do with
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the degree of natlional lnvolvement In and support of the

war. The second ig the "popularity" of the conflict.

NATIONAL/CONGRESS

The degree of natlonal lnvolvement is a reflection of
the threat posed to the strategic pogslition and future of the
nation. The almost total committment of the nation in WW II
was due to the direct threat to the United States and it’s
allies. The committment of the nation and it’s assets in
both Korea and Vietnam were limited from the outset.

The term "popularity”" reflects the willingness of a nation’s
cltizens to support and become personally lnvcoclved in a
conflict. Support of conflict that is geographically limited
and to which less than total involvement of a nation is
required becomes very difflcult |If popular support Is not
present. Whereas a conflict, popular or not, that poses a
direct threat |nherently attracts support. The limited
conflict may have to succeed on other merits.

The availabillity of funds, manpower and abllity to use
the warmaklng assets of the nation are all impacted by the
popular support generated by the conflict. In peacetime,
there are many other [ssues such as employment, soclal
problems and the llke that vie for the nations assets.
Geheral Rlidgeway indicated that pollticlans are clearly more

influential in peacetlmel. LT Gen Quesada felt that
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congresslional Interference was less In wartime2, Both of
thegse offlcers were reflecting on thelr WWw Il experlence.
On Viet Nam, General Depuy sgsaid that "Intellectuals
declided that social justice was on the side of the enemy".
He went on to say that their position eventually "pervaded
the publlic over time" alded by the efforts of news editors,
TV producers and the )like. General Ewell commented that the
press had to be kept Informed on a consistant and accurate
basis so that they would not make their own news. Genera)
Bradley felt that it was important to let reporters and
wrlters observe and write for the public at home to see who

and how leaders were carlng for the natlons manhood.

THREAT

The threat |s an obvious element in the senlor
military environment. There were no startling findings on
the threat’s specific influence. However, the number of
unknowns concerning the threat are reduced in wartime.
Identiflcations of the actual threat, time and place of
conflict, objectives and actual capabllitles are more clear

in general war.

EXECUTIVE BRANCH

The President, as Commander-In -Chief, has a

significant Influence. Once the decision to go to war |s
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made, the senlor executive establishes a closer, more direct

relationship with the senlor military leader(s).

MULTINATIONAL

The multlinational lnfluence, especially In WW II, was
quite evident in the readings. Genarals Bradley, Quasada,
and Ridgeway all reflected on the difficulties that had to
be overcome |n order to conduct effectlve and successful
Joint and combined operations. General Bradley reflected on
the selectlon of Eisenhower as the senlor leader for the
Invasion of Europe due to his ability to cut through the
national dlfferences and ultimate Issues that were brought
on by the nations involved. The Impact, however, does not

appear to be gignificantly different in peacetlme.

INTERNAL

There were few speciflc comments from any of the
subjects that directly relate the personal feelings and
pressures that could be classifled as internal Influences,
There were general comments In all oral histories that
reflected the demands on time. Most, especlally in WW II,
ment ioned absence from family, missed weddings, blirths and
the like. I believe |t is falr to say that, iIf asked, each
would have related a list similiar to that In the Senior

Leader model.
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ENVISION THE FUTURE

The peacetime systems leader sees the future,
interprets the vision, converts the plan into reality by
developing, adjusting and managing change to meet the
future. This process is never endlng. In wartime the futures
of the opponents colllde. It 18 this interruption of the
systems process that 1 belleve suggests another difference
in senior leadershlp in wartime.

General Bradley sald that he "began to think of the
last step, le, the breakout and explolitation whlle still in
England". He mentlioned several times that he wargamed the
future moves of his forces on almost a dailly basis. I cite
these only to suggest the relatively short term into the
future that the wartime commander was lookling. Each of the
histories emphasized that the most important demand on thelr
time was being out where the soldiers were, encouraging them
on and getting feedback on what the situation was. Both of
these also suggest a high concentration on the present or
not too distant futu.e. I offer the disaray and conditlion of
the Army that existed after Viet Nam as evidence of the loss
of focus on the future that can take place even durling a

limited war.
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The arguement {8 not of the requirement to envision
the future but how far into the future that three and four
star generals are expected to look. The terms "farslghted",
*vigion", "lmagination", "insignht" and phrases |ike *look
ahead", "plan ahead" and "man of vision" were found
throughout the oral histories. However, I belleve the depth
of vision, even at the top, is foreshortened by the
requirement to defeat a committed threat and long term

implications are elther not addressed or are [nadaquately

addressed.
STRATEGIC PLANNING
I will not spend much time on the task to accomplish

strateglc planning. Thls task {s inherent to the military
planner and was the basls for conferences in Tehran,
Casablanca and cother locations where the senior millitary and
clvillan leaders of the allled nations met to dlscuss and
resolve strateglic direction. In fact thls task seems to be a
catalyst that bonds the senlior milltary leaders and civilian
leaders durlng wartime much closer than in peacetime,
especlally in a general war. Limited war, egpecially an
unpopular one, may cause just the opposlite as polliticlans
attempt to extracate themselves from the milltary

involvement.
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DESIGN/BUILD ORGANIZATIONS

Generals Bradley and Ridgeway both emphasized the
Importance of bullding good staffs and units that are
manned, tralned and well led. Each of the subjects talked
about the mentoring of subordinates and the requlrement of
the senlor leader to monitor the activities of leaders and
units. Specific comments on the design of units and bullding
of organizations were very general in the histories. Lessons
learned were constantly being fed into the system for
change. General Leslle McNalr was kllled in a foxhole on the
front lines by allied bombs as he attempted to observe
soldiers iIn action. That is only important in the context of
this paper when you reallze that he was responsible for
organizing and training all ground forces In the United
States before they were sent overseas. He was In the process
of monitor!ing and evaluating the organizations and
Individuals to determline what future changes might be

required.

MANAGING CHANGE

There were only general reflections on the task of
managing change above the tactlical and operational levels.
Slhce the millitary forces of the United States went from

Just over 100,000 in the late “30s to millions of men in
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uniform in 1945, the proof of this requirement is in the
facts. The tremendous resources that showed up on the
beaches of Normandy and the lsliands of the Pacific are
further evidence of the tremendous management required.
General Marshall was constantly lnvolved in establishing
prioritlies for units and equipment between Europe and the

Paclflic.

INTERFACES WITH EXTERNAL ENVIRONMENT

Each of the oral histories reflected on the interface
with external enviconments, primarily through the press.
Generals Depuy and Ewell talked about need to be honest but
to control the press In Viet Nam. General Quesada, in
reflecting on the development of senlor offlcers, indicated
unusual assignment and varlety prepared an officer to handle
a wide range of problems. He cited persuasion and influence
In the same paragraph with Congress and the economy. Again,
I believe that the "popular" limited war or general war
scenerio may reduce the difficulty of this task due to the

collective desire to win and/or survive.

IMPLEMENTS/ADVISES ON NATIONAL POLICY

I will only offer that the task of advising and
Implementing natlonal policy in wartime is the very esence

of the military. As Clauswlitz sald,"war |s merely the
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contlnuation of policy by other means'. Durlng wartime, the

mllitary leader acqulires a more prominent role within the

natlonal structure. His advice, assistance and capability

are, by definition, the tools to solving the political

i ssues.

COMPETETENCIES

This component of the model was the best suported by
the oral historles. Each of the subjects saw themselves as
leaders and seemed to believe that thelr success was based

on thelr own abilitlies . They were all complimentary of

thelr contemporarles and provided descriptions that help to

gain an insight to the things successful senior leaders must

be able to do.

CAPABILITIES

Each interviewee addressed and demonstrated

imagination and vigion in at least the shorter term of the
wartime environment. The concensus bullding ability of

Eisenhower is almost legendary and was cited |In several of

the histories., General Eaker said that Flsenhower "could
make you feel better with a po! than some could with a yes".

Eaker also spoke of Arnold with the same pralse.The personal

relationships and subsequent professional relationships that
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had developed between many of the senior leaders of WW [I
had started when these officers were at West Polint or as
young offlcers. General Ridgeway was very strong on bringing
in people that he had met In schools, served with or who
came highly recommended by people he trusted.

The issue of dealing with mistakes was addressed
directly. General Rldgeway suggested that mistakes can be
made by saying that "every senior has a blind gpot". General
Depuy salc that military leaders "can and will make
mistakes*. He went on to indicate that *anything around 80%

accuracy (n making decisions Is doling pretty good".

CHARACTERISTICS

The characteristics of the wartime senior leaders
covered by the oral histories covered a wide range but
generally fi; those of the Senior Leader model. General
Quesada gaid that “military operations are organized chaos,
all have many debacles within". Those who are a success
under these conditions muat, to some degree, exhibit
personal robystness. Quesada cited Eisenhower and Marshall
as belng jntolerant to blind lovalty. inviting diggeat. He
also commented that "ethjcs and honegty were the keystones
of mlilitary service". When asked what makes a good leader
General Quasada sald “physical and morcal gouygagqge, COMmon
gense and normal intelllgence". “"War ls the realm of danger,

)
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therefore couraqge ig the soldler’s flrst requirement”. These
are the words of Clauswitz leading to his description of the
courage to accept personal danger, and to accept
responslibllity,

Although the words "conslistant and predictable" were
not used, this characteristic was a strong element in each
of the senior leaders mentioned in the oral historlies. I
have prevliously mentioned General Ridgeway’s selection of
known quantities. That selectlion of subordinates was
primarily based on trust. A significant number of the senlior
leaders had known each other for many vyears and had served
in assignments together world wide. Generals Eisenhower and
Bradiey had the long time conflidence of General Marshall and
were qulickly promoted to slgnlflcantly higher positions
early In the war, bypassing many others more senior. The Air
Corps Generals Twining, Arnold, Quesada and Eaker had flown
together, in some cases, since they were flight cadets. I
believe that this element of trust is the key reason
Freeman’s and Weligley’s observations were possible.

The histories were full of descriptions of senlor
officers that the subjects of the historles had known and
observed. Words such as jnteqgrity, honesty, gselfless,
sensitivity, sincerity and dedicated were common place.

Although there were comments by several concerning the

apparent degradation of values and ethics in Viet Nam, the
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values and ethics of the most successful senior leaders

remalned a significant part of thelr character.

FRAMES OF REFERENCE

The perspective of the senlor leaders whose histories
were researched was, almost to the man, very broad and well
developed. Most had served at every level of the military
services; some had served In the Washington area as
Lieutenants and Captalns. Each was very technicatlly
qualified and maintained thelr basic technlcal skills, even
as senlor officers. General Bradliey talked of goling through
a retralning program when he went to division command to
drive vehicles, know artlllery, etc. He said that *it quite
often surprises enllisted men, drivers, that you know so much
about a truck and that was the purpose of [t". Several
praised the officer schooling system for the professional
knowledge and abllitles of the officer corps. The pericd
between WW I and WW Il allowed a lot of study and reflectlion
by officers individually and collectively. As I have
mentioned, many of the most senior offlcers had served
together for many years. These relatlionships provided a
common perspective that allowed a quick and smooth

transition to changing conditions. The frames of reference
were an important aspect in selecting senlor leaders who had

gained a broad perspective of national, international and
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military affairs prior to the war.Generals Depuy and Ewell
were products of the same era with General Depuy having
gsignificant experience up to battalion command level! as a

young offlcer 1n WWw II.
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CHAPTER IV

CONCLUSIONS AND RECOMMENDATIONS

In this chapter I will attempt to draw conciusions
from the research and provide recommendatlions where
appropriate. Comments will be addressed to the research
material, the Senior Leader model and wartime observatlions

concernlng the model.

CONCLUSIONS

Several of my conclusions are a result of my senslings
and are not always completely supported by the research
material. Additionally, I have not reached specific
concluslons In some Instances. In each of these cases I
leave It to the reader to decide if the concluslons are

valid.

RESEARCH MATERIAL

1. The material used as the source for the Senior
Leader mode! was consistant and, regardleas of author,
supported the same themes. Although most of the studies came

from the civilain environment, there were sufficient
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observatlons of the senlor mlllitary to glve credablllty to

application of the data to a senlor military structure.

2. The same source material was focused primarily on
the Chief Executlive Offlcer (CEO) of a unique organizatlon.
I believe that a good argument could be constructed that
there is not a direct relationship of the CEO to all three
and four star poslitions within the military in times of
peace or war. In fact, those positions that satisfy the
criteria of the CEO may exist only at the very top of a
service or In joint and/or combined headquarters.

3. The oral historlies maintained in the archlves of
the Milltary History Institute are not adaquate as a sole
source to support studles of this type. I think it ls fair
to say that they are not Intended to support every possible
study for which the subjects may have contributions.
However, since leadershlp was the primary reason that
qualified most of the subjects to be candidates for
Inclusion in the oral history program It would appear that
Inslght Into leadership might be approprliate. While some of
the histories did get into specific Issues the general trend
was to address the |[ife of each chronologically and to
expand on those portlons having the most historical
significance. I bellieve the oral historles would be more
complete [f additional insights into the senior leadership

were |ncluded.
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SENIOR LEADER MODEL

1. The concept of a graphlic Senior Leader model |s
valld and could be used constructively to identify and/or
traln people for senior poslitions.

2. The model constructed by Dr. Barber is based on
reliable research data and, with modificatlons, could serve
the role exceptlionally well. For example the model does not
attempt to show the relationship between the major
components. Conversely, many of the elements of the major
components are related to other elementa., The graphlc
demonstration of the lnterrelationships help to emphasize
the volatillity, uncertainty, complexity and ambigulty that

exists thrcughout the environment of the senlor )eader.

WARTIME OBSERVATIONS

1. The environment of the wartime leader is changed
more than the other major components of the Senior Leader
modeil. This conclusion seems almost trite and certainly
obvious. But, why? 1 base thls on the assumption that during
peacetime the military Is not the most popular of the
natlonal lssues and that perliods of popularity such as those
in the first of the Reagan years are rafe. Even then, there
was signiflicant environmental pressure from external

sources,. More importantly there was signlficant internal
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pressure due to the debates on how to use the dollars that
came wlth the relative popularity. During a declared war,
and ! emphasize "declared", consideration of the dollar
decreases and along with it the pressures from Congress and
the publlic. The senior military leader is expected and
allowed to get on with his business. The lmpact of the
threat on the environment is lncreased and at the same time
clarified. He 1s generally a better known quantity. The
focus of the senior leader is now directed almost totally on
the threat.

2. The vislion of the senlor leader iIs foreshortened
and focused on a specific near term goal. That goal is fixed
in time and gets clogser if the senior leader is successful.
The first, and clearly most lmportant, step In the process
for a senjor leader is to have a vision. In a peacetime
environment in the military it is generally assumed that the
vigsion is extended into the future at least 7 and usually 15
to 20 years. On an annual basis, the vision is revalidated
and the time period |Is adjusted an additlional year Into the
future. The wartime leaders vislon is based on less
uncertalnty, ambigulty, volatility and complexity.

3. Many senlor leader positions must have occupants
who can demonstrate exceptional courage |1 wartime. The
seplor leader must have courage to face personal danger and

to accept the responsibility of the l1ives of the soldliers
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that are lost as a result of his decisiong. Nelther of these

are as signiflcant in peacetime.

GENERAL CONCLUSIONS

1. We do have a pretty good idea of who the sgenlor
leader should be. 1 believe that the model developed by Dr.
Barber is a step In the direction. He is not the same in
wartime that he is in peacetime. There are many
simillarities but some significant differences. Can one man
be both? Yes, history is full of those who have made the
transition. The task is to insure that we select and train
officers for senior leadership in war during peace.

2. 1 believe the Weigleys and Freemans will gstil] be
able to make the same observations ln the next war that they
did in the Civil War and WW II. I believe [t wlll be
possible for two reasons;

a. there will be senlor offlcers who, for one
reason or another, are lncompetent or are unable to adjust
to the pressures of war.

b. senior leaders will continue to surround
themselves with people they know and in whom they have
personal trust.

The selectlion process, training programs, and continuity of
a sizable standing Army are current advantages that should

reduce these type of changes.
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RECOMMENDATIONS

1. That the definition of senior leader be clarified
relative to that of the systems leader.

2. That questions regarding senior leadership be added
to the Interrogatives that support the oral history program.
These questlions should focus the subJects on the
environment, tasks and competencies of the systems and/or
the senior leader. Typlcal questions are:

a. What are the important tasks performed by the
genlor leader (3 star and above)?

b. Do these tasks differ from those of subordinate
levels? How?

c. Are the tasks different in wartime? How?

d. What are the environmental influences on the
senjor leader? Are they different from subordinate levels?

e. How are the environmental Influences different
in wartime (from peacetime)?

f. What are the skills/competencies required of the
genlor milltary leader?

g. How are the skills of the senlor leader the same
as the subordlnate levelas?

h. Are there any skills required in wartime that
are not needed In peacetime?

3. That additional research using other sources be
conducted to further clarify the senior leader in wartime.
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4. That the Senior Leader model be further developed
to:
a. include a graphic indication of the relationshlp
between the major components.
b. Include some {ndication of the varylng impact of
the elements and components from a peacetime environment to

a general wartime environment.
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