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ABSTRACT
Strategic Leadership-Are-There Two Levels of Leadership in The
Army or Three? by LTC Joseph H. Purvis Jr. USA, 48 Pages.

There is an ongoing discussion within the Army's leadership
doctrine community which focuses on the question; are there two

levels of leadership or are there three?
Current leadership doctrine ( FM 22-103 Leader-ship and

Command at Senior Levels ) identifies two levels of leadership;

direct leadership at the tactical level of war with face to

face contact between leader and led. Above the tactical level,
indirect leadership is practiced.

Army Regulation 600-100 ( Army Leadership ) describes
leadership as multi-dimensional with direct and indirect skills
being applicable dependent upon the level of complexity in
which the leader is working. Department of the Army Pamphlet

600-80 ( Executive Leadership ) identifies three levels of
leadership. The doctrine, regulation and pamphlet are thus at
odds concerning levels of leadership. This paper attempts to
determine if there are different requirements for levels two

and three or above the level of direct leadership. Is there a

top ( strategic ) level which should be so identified?

First, the careers of Douglas MacArthur, George C. Marshall
and Dwight D. Eisenhoqer will be reviewed using the descriptors

for the levels of war as the criteria to judge leadership skill
level differentiation. Military leader-ship literature will

AiI  then be analyzed to determine skills required and leadership

level differentiation when evaluated against the established

criteria. Civilian leadership literature is also reviewed with
the overall intent being to determine if there are level
dependent skills or attributes.

The paper concludes that there are three levels of
leadership and that the doctrine should be modified to reflect
three distinct levels.
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I

Introduction

There is an ongoing discussion within the Army's

leadership doctrine comunity which focuses on the question;

are there two levels of leadership or are there three?

Current leadership doctrine ( FM 22-103 Leadership and

Command at Senior Levels ) identifies two levels Df leadership;

direct leadership at the tactical level of war with face to

face contact between the leader and led. Above the tactical

level, indirect leadership is practiced. Indirect leadership

involves intermediate organizational levels between the leader

and the led and is associated with more complex

organizations. (1) At the highest levels, conceptual skills and

the identification of future requirements become critical. It

is understood that the lines between direct and indire-t are

not always clear, but in reality indirect leadership is a blend

of direct and indirect influence employed in varying contextual

situations.

Department of the Army Pamphlet 600-80 ( Executive

Leadership ) identifies three levels of leadership. The D.A.

Pamphlet uses the terms direct, indirect and executive. (2)

The third plane is at the unified command or strategic level

with the first two terms representing the tactical and



c "'tr. Army . , a Ii n , 0 ' Ai ',v

. . h p ) -. 1 +, , ip , d i m.: n 4n- -: of I ..?,

A: a'vair-,v , tLi, Y wi .n:ou4 t- r arzAnI :.r +crn w th

e,ter comr1i-::i'y r.i intr.eoeni.'n~ie'. ,-_ .e io -. f

I it, 1 . ' 7F h wi I I V r :m. ver . ,y r .7 t I h f -D

'D - *fz -Il 1i -oil Q.: to mO.re i I"d-e t Z3t, t, h.- h ert -ev ,-. T,

-v a tion it.hu' itientifi4e two li-vels of leadershin, dire'± :tnd

indire,:t, whi.:h 3re applied base:l upon the environment or

,:onte:,:t. in whi:h the leader i. working.

The discussion then becomes, do the indirect -kills 3nd

at,.ributes in FM 22-103 and A.R. 600-100 adequately address the

re,.uiremient_ at the high.est level which we will term _strate~i-.?

.hould the doctrine li +hr.--e lev,-!s in-.ea, of tw,?

This paper att: - 
t' et:ritne if there -lre .ffr-nit

-' r.u i relfent-3 for levels two and three or above the? ,e_-:, :)f

2irect leadership. I will first look .at the -aree- of thre;-

:!J. . Army leaders: 'General DouZlas Na:Arthur, 'Xnr.. ,.,,t ,se C

M.r.hall and ,eni-.il Dwi 3 ht D. Eisenhower. The.--e three were

.elected based upon the varied positions o:cupied .-rd ,e,--.e

.i,'hievd over .i time -p ericd.

z Following the historical review of the three c:areers, we

will review the military leader=.hip literature. The inte:nt i.-

to I-termine what the literature ldescribes as skills required

I



arId attempt a differentiation in levels. Civilian leadership

literat.ure will then be reviewed with the same purpo:.,:. The

focus of the overall effort will be to detcrmlne if thcre ar'

level dependent skills or attributes.

The criteria for leaders.hip leve ikl. C.,:2]1~t.2on wili

be those which differentiate the broad division. of .n,:tivity in

preparing for and conducting war. The broad divisions are

military strategy, oper-ational art and tactics. (4) Strategy is

the art and science of employing the armed forces of a nation

or alliance to secure policy objectives by the application of

force or the threat of force. Operational art is the

employment qf militar:yb--c-s.-to attain strateLic soals in a

theater of war or theater of operations through the design,

orSanization and conduct of campaizns and major operations.

Tactics is the art by which corps and smaller units use

potential combat power in engagements and battles. <5) Skills

appropriate for success in combat at any of the levels of war

seem to be correct leadership criteria for the nation's primary

landpower force,the Army. Following the civilian literature

analysis, the military education system will be briefly

discussed as it pertains to leadership instruction or

opportunities for learning in regards to strategic level needs.

Are we offering the opportunity for leaders to prepare for

service at the strategic level? Equally important to state at

this point is that, although we concentrate on the leader, the

3



prearaionof his senior staff is a>zo an important asp.c.t of

the problem, As we will see, dele,~ation is reqt.;red as leaders

move to levels of incr-easedi complex.ity and or~anizational

levels; therefore, the strategic skills -should beof intere~.t

and value to other th~'r1 thosE* who %qi: b.7-cc.':.- t'

leaders.

The paper will close with an anal.ysis and a conclusi1on

which will state whether there are two or three levels of

leadership.

Historical

=dzar F. ?uryear, in his book 1? St ar., that there-:

are q,_a2ities that, as he sas. need -tc be a t.irio f

leadership and the requirementzs for SUCCE'Ss. 14,: ar'uez azainst

lists which he feels will not enhance leirning. The learning

comes from study of the persorpalities of well known a-:nd proven

leaders. (6) Although we will attempt some =-ort of

identifircation of qualities further in the paper, this section

will look at the careers of three leaders in an attempt to

follow Mr Puryear's method.

The first is General MacArthur who served as Chief of 3--taff

of the Army, Commander in Chief in the Far East and as the

Commander of the United Nations Forces in Korea.

- -- ---. ~- -4



General MacArthur' c t.ies. to the Army b,-.An wilh his fa.he!r

who was a well known career military offiser. It therefore

seenms. natural that MacArthur att4,en-Ied W..t Point graduating .n

1903. MacArthur established a reputation at Ve.t Point for his

St.rengthl of will and deleermination whenx :A;- a p,]ebe he suffered

more than the normal hazing. Him.: father' z reputation and

continued. prominence. in:_ the press brought MacArthur specific

attention from the upper classmen. Though receiving more and

more inteit:e hazing than the other plebes, he refused to break

and treated the harassment as no different than that received

by the other cadets. (7)

Despite the attention he drew and the severity of the

hazing in the first year, MacArthur finished at the head of his

class in 1903 with academic scores unequalled for years to

So me. Descriptors such as intelligence, willingness to accept

responsibility, determination, hard work and a desire to excel

are seen in the quotes cited by Puryear. (8>

MacArthur's career began with service in the Philippines.

He then became an observer, with his father, of the

Russo-Japanese War followed by a tour as the military aide to

President Roosevelt. His early exposure to high levels in the

Army and the international arena was due initially to his

father who selected MacArthur as his aide as the elder

MacArthur made an 8 month tour of the Pacific area.

MacArthur's name and -his credentials at West Point created

54



oppnitunities for further as,.. .nme- nt on the Ge2+eral ;-taff.

Here he served as an assistant to the Chief of S-,aff General

Leonnrd Wood.

While serving on the General Staff, he berams a favorlte

of the Secretary of WYa.r Newton D. Baker. Du- Y icArthur's

duty performance and the influence of Secretary :ak.r,

MacArthur was assigned to the 42nd (Rainbow) Division being

formed for deployment to France. He eventually became the

Division's chief of staff followed by briSade and division

command. Both as a staff officer and as a commander MacArthur

was noted for his bravery and leadership from the front. (9)

MacArthur became the chief of staff of the Army in 19-0

at the direction of President Herbert Hoo'ier -who cited his

abilities and character in selecting MaArth.r ,%-er several

more senior generals. (10) MacArthur qui,:kly e.tablished a

rapport with the President and with Congress as he worked to

increase the preparedness of the Army. Specificz areas included

military mobilization plans and the mobilization plans for

industry in the event of war. The increased number of aircraft

and the importance of air-ground coordination along wit.h the

, I ground mechanization focus foresaw the changing way of war.

The depression in the United States caused a tkension with

MacArthur's efforts to increase the size of the Army and to

modernize the force. MacArthur's stature, credibility and

communicative skills made him a significant Army spokesman

6



before Cno'r z'. wh.r, he becau,, p .I.V inva]wvd inT effo-t

to raize the strength of the Ar'my. He w.- succ.,sfu1 in 193 ,

with leSislation authorizi ng an incre-in, of ori,, 35, 000 men an:I

of f icer., 11)

YacArthur then be, :ame the Field ,.r.hal of the Phiip inc,

Army even though hti was 57 yea's old and it what could have

been the end of a highly successful career. His responsibiliiy

was to build a Philippine Army with a focus on the defen!-se of

the islands against a Japanese invasion. His environment

included a depressed economy, an underdeveloped infrastructure

and the issues of organizing and training foreign soldiers in a

highly politician government.

The Japanese subsequently invaded, forcing MacArthur to

evacuate the Philippines and e-stablish his headquart-ers in

Australia. The Southwest Pacific Camain foilow:~d with

MacArthur's return to the Philippines and the eventual defeat

of Jaspan.

Throughout his career MacArthur was noted for many

characteristics. Prominently mentioned was his delegation of

duties, personal courage, loyalty to his subordinates and self

confidence. The landing at Inchon probably reflects all-of

these in a single event. Conceptual skills are also evident in

MacArthur's service as the chief of staff and as the Southwest

Pacific Commanderi.

Additionally, MacArthur was adept in dealing with other

7



ervi, .?.~ ~zti other cauntr-i .-- A thoiSh the ,:omm

relationships; in the Pacific were divide,] along servic.,., 1inc-,

due ba:-.ically to the per:c.onalitie5 of MacArthur and Admiral

Nimitz, Mac Arthur conduc.ted a masterful campaign as, h: mcv,-d

toward Janan with a allied for.:e u' ins U'7 nnva ':-. . in nTi iny

,ase that. did not. dire:tly come under his ,.onrnan,i. (12) H

created an effective and usually cordial relationship with

Admiral "Bull" Halsey the man caught in the middle, between

MacArthur and Nimitz. Halsey described his relation--hip with

MacArthur as good, conducted in a give and take manner. Halsey

reports that if there was a disaSreenent, he and MacArthur

discussed the issue until-one changed his mind with MacArthur

never Siving him an order contrary to the agreed upon action.
iiin

:, , (13 )

The rest of the MacArthur story includes the assizni ...n -

the Supreme Commander of Allied Powers in Japan where he u.sed

his unlimited power to start the Japanese on the road to

recovery and democracy after World War II. He also enjoyed

initial successes in the-Kor~ean..Var as the United Nations

Commander leading a Joint and Combined effort to defeat the

4, North Koreans. This came to an end on April the 11th 1951 when

President Truman relieved MacArthur of his command. (14>

B



Cr G o r e C. Y, r 11 l

Geor ,e C. Manr 1 =al be San hi s niIit r y' educ ati ri n. Vir,;- a

Militar in.titutD (VYI' in 1897. He a:hieveid the rank of

Cadet .r t Captai.r having been ranked as the top c a

nilita," . in hi- first three years at VY , (15 
,  Mar-h -_ - .:-'

a det r:7cTd -er'on:a:t y early in his time at VYI.

A --articular form of hazing included squattinS over an

upturne'd bayonet with the point touching the buttrok. uring

one su-: Nh.ing, Marshall had been sick with a fever and due to

his weaknes- fell cutting himself. He Sot. up and left the

area. ie did not report the incident only reporting that he

had cut himself. Also, he never mentioned the incident to any

other cets. He received no further hazin S in hit time at VMI.

A_-r his acce:t.arce into the Arty ur,-n graduat ion,

Marh wah' ass igned to the infantry with di.ty n th e

Philir-zines. The duty was dull and boredom and low morale we're

proble-- among the soldies_ -Xar-zhall began ' r.oSrams both to

train 3nd to relieve the boredom as he instituted athletic

competition, formal military competitive events and military

drill

Duty in the Philippines was followed by assignment to

Fort Reno, Oklahoma and then to Fort Leavenworth. Marshall

exhibited a dedication and penchant for hard work at Fort

Leavenworth. he accordingly finished number one in his class

at the end of the first year.

9



Marshal had re~e the Army Clii:*f ol

Franklin Fell when P-_=11 visited the stucdent,:. at Fot

Lcavcnworth. Bell selected Marshall to work with t.hE N,-i'ional.

c:ari h~ d inS the iun:e fter his firrt y- :r. ('13) T hi-±

duiit y, Ya r E ha IIE a- i -r I e rine a a 17 :ru :!to:- th

moven-Ent of larz-i: fc,-_ez. This wasi th-~ only pueat this ±in.er

that large force-, were trained due to the limit-Z-1 -,i'ze and

mission of the regular-army.

In 1910, Marzshall left Leavenwor-th and waz : e to

various posts with significant amounts of time on -telnporar y

duty usually with the National Guard. He worked each summer

with the National Guard conducting OPX's and In the :ineuver of

1ar,,'es throuShout the co3untry. Marshrall2 enj cv'-:,d sucrIz

3nd gained: a e tir f,:r his st3:ff work an rn~~~a.,

scale maneuvers in thte Philippines.

World War 1 began with US irivolveent. in t orzarizinS

'Tnd training of troopB for service in Fran,:e. YMir.:i%1:ll wi= an

aide to General Bell at this time who was the co-ninande-r of the

waztern Depart:-ent >adin New York. 'From thi,'1 pcsit ion

Marshall, now a captain, sailed to Europe as a staff officer in

the 1st Division. He became in turn the G-3 and the chief of

staff of the Division reaching Lieutenant Colonel in 1918.

Marshall later was the primary planner in the ST. Mihiel

attack in August 19)18 and the primary author of the plan for

10



the- zrv,:,::.,,nt of civer T,00, 000 mn aril a7c' oi:,td s,.'1 ,t , l c5,' and

equipr,,nt. for the subsequent. Meut, e-Argonne of fen!!re. <17"'

FtJl lowing duty with Gen-ral Pc.rahirnc an,:' an ,

to China, Mai-shall was a-,si-i!ed to Fort Rennln; where he be-:amle

krLownI for his cone:ern for peciple and instruct :!i 3

As Major John F. Morrison had been the influcnv.. a' Fort

Leavenwoy t.h for- Marshall and the Army, Marshall now ecame the

inf1 uencs, at Benning as he challenged and trai ned many of the

future lvladers of World War II. (18) He was described a5

demanding as an instructor and supervisor yet he practiced

decentralization in execution allowing his subordir:ates to

perform their Jobs.

Mrshall's career-. could be described as le-ss than

promisinv during the post war period. He had been redu.zed to

the rank if major after the war in the force re :Iuction 3.Td

despite hi-, successes at Fort Benning moved from there to a

series of .ssignments that were not especially desirable.

In 1936 however, Marshall was promoted to Brigadier

General 5rid given command of a brigade at Vancouver Washington.

Using th,_1 same approach he had established during suzh

assignments as Fort Screven, Georgia and Moultrie, South

Carolina; Marshall excelled with the Brigade and in his

Civilian ';nnservation Corps responsibilities. Success in these

duties brought assignment to Washington in the War Plans office

as the Ae.Lstant Chief of Staff, War Plans. In 1939 Marshall

L l



bec, m. the Army Chief of Stmff mroving from brm :i'i.: g,:.:..:a1 tc:

gen:ral in one year.

The ne:*:t six years is the period of t.h-, ,,,t,-Trv:'

Azt, Mobilization of the National Guard and the tr-ainin S of -i

army for world war. Marshall's con.ributions ar to

obvious. but it wa3 his relationszhip with thF wo Id le.1- r:& that

seems extraordinary for a military leader. Mar zha I' wa tiot h

an advisor and confidant to the president. Pre ien, Rooevelt

gave Marshall full access to his office and tok ars.hall on

many of the strategic planninS conferences invelving the

allies. Prlme-Ministe- Churchill viewed Marshall as the f orc.e

behind the Americans through his will and determination. (10)

Marshall's desire to command was again thwarted by staff

duty as- had been the case in World War I. The ,u. wa'z the

.-- lection of the commander for the European invasion Overlord.

The choices were Eisenhower or Marshall with the President

choosing Eisenhower, according to several sources, because he

did not want to lose Marshall's as:ristance in hiz- dealincs with

congress and the allies. (20)

Marshall's characteristics included a selfless devotion to

duty highlighted during the selection of the comm-Inder for

Overlord. Though accompanying the President during the period

the decision was being made, Marshall refused to make a case

for himself. (21)

12
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Additionnily, per-.-Onai cour.age, dedl.:-tt'c.:,, zh. ,

ligt.en and learn from others, the ability to work w>. c:i,. r

services and the ability to work with consre s aAL in th.

descriptors of his service. Marshall m,-inia Tled ar.

and mutually re=,pected relationship with the civii:n::

leadership ese,:;ially during the war years. As wi.- V,- -Ar .r

Marshall established a vision of the future and ha., the

personal strength to carry the vision throutgh. The =oz-t

discussed instante of vizsion and will durini thi.' De" ::i ,

Marshall's decision to field 90 divisions in the Army when many

argued for over 200.-. The ri.sks were great and the

ramifications too complex to repair rapidly if the decs~on

were in error. Marshall stayed with his decision .:-nfident in

his rationale and in hiB knowledZe of the ovr .

of the country. (22)

Marshall's ability to serve at -h stratri,- level

demonstrated by the World War :. ac.:cmplishments and by -

continued service after the war. As MacArthur waz able t_

effectively function in a military or :Ivilian c:apacity,

Marshall also proved his *readth by £ervirig a- the 2ere-ary of

_ State in 1947 with the Marshall Plan and its succe_ses.

Additionally, he was recalled by the President in. 1950 and

served as the Secretary of Defense during the Korean War. In

1953 Marshall culminated his achievements by being the first

military man to receive the Nobel Peace Prize.

13



General Dwight D. Eisenhower

Gener.! Ei enhower was amon the We:, t Poin- -I

.tars fe2 cn. That class had Qa "::,b'tr, r: o:r.

s.tar s. 323 EiZenhbwer, u nik Ma,_-Ar'-hur and Mar .

displayei no initial inclination or talent for a -:!i:-y way

of lif * especially not one that would find him a-

commander of Overlord.

Eisenhower showed no unusual military promi-_- as a ,adet

and what rank he attained he soon lost--usually for taking

chances with the rules. His generally carefree att-d

e:<tendei to his academic approach also. H- was _ten ::en

reading a maa zine rather than s tudyin. 24'

He was e:.:trene y popular being ea-.ant, cher:-u n

considerate in his dealings with people. He, how-";.. did show

a fierce, competitive nature in all snorts witha :a

interest in football. Eisenhower was alzo descri,- l _-; full of

confidence and seeme d to easily impart that confid.n.e (25)

While being strong in his opinion, Fisonhower couil always see

both sides in a discussion.

Eisenhower first served at Fort Sam Houston, Te:a. and

subsequently spent the World War I years training fnr :.s in- the

United States ruefully missing duty in the War. His ability as

an instructor kept him out of the war as succeeding commanders

14



ii~.'~..*d that, he 2rC -i in ill tilt irisEtru.:toj- jrcj>.. A. Tj

as-ide, it wa- during the post war period that Eis-:-?ihow'.*r cArld

Colon.el George Patton established a pcr'sonal and profezsional

relatiorsiE-Di as they worked tci~retber on~ zt-rirtti's:i

doctr ine in the if- ende-avor to c--hange the D~ cf th- Ii~ -.A-

Combat.

His career waF described as less than disltiri -Lislhed until

the 1922-24 time period when he was serving under General For

Conner in Panama. (27) Conner became a source of learning and

served as Eisenhower's mentor proving helpful in his later

career. With Conner's help, Eisenhower went to Leavenworth

from Panama graduating first in his class in 1926. (27)

Following graduation, Eisenhower was appOinited to the

staff of General Pershing where he worked or. a guide bociR to

'II

the actions of American forces in World War 1. This wzas

followed in 1933 by assignment to General IMacArthur's sta-ff a.-r

a personal military assistant when MacArthur was Chief of 3Z'taf!

of the Army. He subsequently accompanied McArthur to the

Philippines and then in 1939 was assigned to Fort Lewis as a

forty-nine year old lieutenant colonel. He then comznded an

oinfantry battalion followed by promotion to colonel and

re-assignment to Fort Sam_Houston as the chief of -staff for

Third Army.

The first significant activity as the chief of staff was

the Louisiana Maneuver-s which involved the mobilization,

15
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TrhIV Q ITI0]' and v #:7, uvr of ove r 420, 000 t0 , 7, -n c w. .r w:.v.-

singled out. for-.h , e-ll -nt -p~annin, by him.elf and the

staff. (281) Amon S those impres-.ed with MI!-Anhower' S performance

was General Mark Clark who would later rec-ommend that

Ei:-enhowt-r becm,? the Chief of War P! r Division. Thi-

position would involve Eisenhower at th.i::- level_ of th-,

government as the country prepared for war.

One week after Pearl Harbor Eisenhower was ordered to

Washington by General Marshall, then Chi+& f of -isaff, 35 an

assistant to General Gerow, head of the War Plans Division.

(29) Eisenhower excelled at the work drawing strong marks from

Marshall and Gerow for his perceptions in global strategic:

-!, concepts. (30)

I At Gerow's deoarture, Eisenhower bec:ame t.he Chief of War

Plans and assistant Chief of Staff. He wazz promoted to Major

General and in his duties frequently ac,.-om.anied Marshall to

the White House for meetings with Presi- d e n t Rooev.elt.

In June 1942, Eisenhower was appointed as the Commander of

the European Theater of Operations, US Army ( ETOUSA ). - At the

appointment, Admiral King placed American naval forces FIr the

-Y British Isles under Eisenhower ( this was an unusual and

-unilateral decision by King) as the top U.S. officer in Britain

making ETOUSA a Joint command.

Subsequent operations were the issue with the decision

being should the first move by the allies be into Europe or



I

Africa. The decision was to go into Africa (Operation Torch)

with Eisenhower as the commander. He waz promoted to General

and Commander of Allied Forces, Northwest Africa. Eisenhower

was the supreme conmander of the allied *rorO, air and naval

forces demonstrating coordination 3nd planninE -kills as he

dealt with the sensitivities of the British and the French

concerning future operations. At this same Seneral time the

Italian government surrendered giving Eisenhower a full range

of issues with which to deal.

In January 1944 Eisenhower returned to London as the

commander for Overlord, the invasion of the European Continent.

The invasion was noted for the coordination, cooperation and

a. trust among the allies and especially betweeri the civilian

1oI leadership and Eisenhower. He was describ, 2 as fair in hics

Z, I dealings, reflecting a clear mini while fully aczc~pting

responsibilities. Eisenhower was a soldier-,-oordiriator-diplormat

who was politically sensitive yet one who maintained his focus

on the mission. (31) Montgomery called Eisenhower a military

0i statesman and coordinator.

Eisenhower's characteristics included trust and

confidence, selfless duty, dedicated study, visibility to

soldiers, delegation/decentralization and will power.

Operational vision was also one of Eisenhower's preeminent

as the planning for the Louisiana Maneuvers, Operations Torch

and Overlord showed. Eisenhower saw the unity of the Overlord

17



alliance as the key to victory and a5 Fuh he wai w-ilinF to

put American soldiers under British,_cn,.,,_,ie_. and did so to

make his point. During the Battle of the Bulze for example, he

took forces from Bradley and placed them under Xo:. -cmery.

Additionally. he wan willinS to ... k rf

for the common S5od. It would have been earier :o replace

Montgomery than to have to deal with him. Yet, Eisenhower

found a way to keep him in command and contributing as he did

Patton when many thought Patton should be relieved. The end

state of victory by the alliance was more important than near

term difficulties.

Eisenhower's ability to serve at the strategic level was

proven in World War Ii and in his later service to the country.

He was Chief of S'3ff of the Army, the NATO Coma-.er and

after a period as zrenident of a larze :ornorati*n wns eezteld

President of the United States.

What can this survey of the careers of t.hene men indicate

about levels of leadership? Each officer perforzei

successfully at the tactical level, commanding and serving as a

staff officer. MacArthur served aa a combat Zo=m n-4er at

brigade and division level. Marshall did not serve in command

in combat but did move forces on the battlefield and convert

potential zombat power into victory in World War I. He also

later comi~anded at brigade level at Vancouver. Eisenhower did

not serve in combat at the tactical level but spent a great

18



deal of time training forces for ta:tic,al lev comh t. and

subsequently commanded a battalion

Operational skills include ezwpciyin, for-:e' to attai-

strategic Soals. MacArthur displayed th.z:-c sis a-th

C-ommander in Chief in the Far 7as w. t u  -. ..- nhe

Southwest Pacific. Marshal an d Eis.enhower Li ,=:,crated above

the tactical level in a theater of war with the eu~-Argc:.ne

and Torch operations respectively. Although requiring an

understanding of the tactical environment, operational skils

in the conduct of campaigns and major operation-, are at a

different magnitude of complexity.

Strategic conditions include: establishing goals,

assivning forces and imposing conditions on the USE of force as

the armed forces of nations anc aliances - - _

Military ends, ways and means are _e z).. hne

security policy objectives. As h chief z, : ff -f .he Arm-.

MacArthur was successful at the nationaleve1 - e ..... ;

with the President and Conre-- . .ari t the mi li tary for

war. His service as Supreme Commander of Allied Towers in

Japan involved national policy cb.-ective- did United Nations

Commander responsibilities in the Korean War. 'When MacArthur

overstepped his bounds by deciding policy instead of -serving

policy, the President relieved him. Marshall and Eisenhower

also served national security objectives in their service.

Marshall as chief of staff of the Army translated political
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gu .idan,.? into forc. st..ruc.tur and pr I rir i f tJ ", . r * I v,-, irI +hr.

w .I' Ei4.'.:nhow,:,r a, thr- ,-om i.-in,r of v. ) r ,I, . )v, t,.d th-.

guidanirE. of the c.omhiner.d Chiefs, of St -iff iit'u pr I o; t .

applying res.our,:e- as he establ -heg2 .C-7Jlitirm:.. :i th:, ute of

force.

There were different skills or attribute.-, recruir-' at the

operational and strategic levels. Employment of mii t..nry

forces involves a sensitivity t.o strategic. goals a c:ampaigns

are designed and major operations are conducted. The thrust

though is military action in a theater of war. Setting the

fundamental conditions and providing as ets to secure policy

objectives are at a higher level of endeavor.
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Military Literiture Review

The nilita-y review wil azire . primarily doctrinal

manuals. Other l iterature on military subj ects but riot in the

manuals will be discussed in a followin z section.

The capstone manual is FM 1(110-1 (The Army). FM 100-1

begins with th2 national purpose ant national power of the

United States. Then the manual discusses the oct:itutional

basics of independence, human freedoms, human diSnity and human

rights which provide three goals. The first is to preserve the

independence and integrity of the United States. cecondly, is

to preserve U.S. ano allied vital interect abroad and thirdly

to help shape the worId so that freedom and demo'zra-:y can

W. flourish. The national purpose and constitutionally derivedW;

oals provide the basic objectives of the military forces. (32)

The Army's role in the military forces is primarily

landpower, executed in coordination with the other military

services. There are fundamental coniderations that define the

Armys role as a component of national power. The first listed

by FM 100-1 is political purpose. War is a politically

directed act, therefore the conduct of war is defined primarily

by its political objectives. (33)

The manual further describes war as a national
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unertakinS whizh mu-- ', ooz inatedI from the. hi 3 he-,t .ev. l S

of policy makinS. (34 War :an be at one or more of three

levels; strate~i .z, ozzerational or tactical. FM 100-1 con'zlude-

with a .:haptr on the r-.f -_-i f Ar.,B in which h1, Army

ethic and individual value-: ar- di-.u-:.ed. The Army ethic

in,_-.ludem- loyalt, du,,ty, -l~ % -- 'ir and intc-zr'ity.

Individual values are -ommit ent, .:rpetence, candor and

c:ourage. (35) From the purpose statement for the Army we then

require a doctrine.

WarfiShting doc.trine ,zonies from FM 100-5 . Oyrations).

That manual begins with a -statement that the -kill and ,:ourae

of leaers. is crit i.al to win in the wide ranse of no.sib e

:onf.i t'. The envi:-onr:nt will *.ertainly be joint :nd will

--cbably be combined. ,:., There is then a r'uirent for a

trate i: per-5i.tive, with ophi.Ztiz.tted knowled e in the

world wide areias-in whi,_h we may operate. Three e-ssential

compone'n t s.ar requ .r o m , 1-o *:hai nge; superb soldiers

, n,:i leader', sound do, trin, /' .rii c p p riat'" weapons and

equipment. It further :S-.t,:.-, th.3t th~2 human dimension of war

will be de,vLsive in the futir,', a-z. it has been in the past. (37)

I Joint and combined operations, with the requirement to

function in Unified Commands, Opecified Commands or as part of

a Joint Task For'e will be the norfml oper:ttion.,l environment.

Per:-oralitles and sensitivities of allied military and senior

civilian are important realities in the strategic environment



of today's Army. The di_=_ z::ion then adresses strate 1,:

deployments in supprt of wcrlc1 wide missions which further

re inforces the aspect of r :perz.-pect ives for the Arzy' 3

-=!Lrnior leadership.

The thru,,st., irnplieE, -that the senior or national l.evel

!e.ader has the requiremen -.c projvide resources., ensure that

trainiing is appropriate fzr fresesen ernplcymert-rnd that

subordinate leaders are able to use initiative. A world wide

vision that :couples natic-7-nl ob,;ec:tivss with resovxrces is

necessary.

The capstone traini.ng manual FX 25-100 (Training~ The

±*r~~,desrcribes the mi-s.:)n of senir leaders as develop-inS

and co-Luri:':atins a ':iear .i- This is bas-e:1 on the mrnsion,

* j::-trn-B, his-toryth* , :~x r~Erntsand

wi -ahea an~d the -trainin~e.:~~z.. 3. The +-_,:hni;Iqu :

be used is centralizi=.,I p~a..n i, wtn d--:-ntI:ralI i =ed: e :e: ution.

FM 22-100 FirnaI Dr-ft M1 itary Ledrh~)describes

four requirements for rilii_!y .acrhi: to le-aad in p--a,:e to

be prepared for war, to dev.1op individual leaders, to develop

leadership teams and to de-entralize. The orientation is on

wartim~e, preventing the ef fi.ciencies of a peace time

centralized system from a&e:eyimpacting on training and

* operations.

There are two inodes of leadorship: the direct:t and the

indirect. (39) Direct lead-arship is at the junior officer level
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condicted in a fa-t to face environment. Indirect leadership

involves subordinate level(s) between the leader and the led.

The manual lists vision and building orSanizations as the

indirect leader's responsibilitie-. This allows Junior leaders

the perspective to ac,omolish their tas~k at-the dire,:t level.

.hapter 4 provides a di-,usion of what a leader should

be. These attributes include; integrity, sense of values,

courage, candor and commitment. Character is also discussed as

an inner strenath and the link between values and behavior.

Character provides the means to do what one believes to be

correct. (40)

Subsequent manuals in the hierarchy include FM 22-101

Counseling ), FM 22-102 ( Soldi-ier Team Development ) and FM 22

-10:3 (. Leadership-and Conumani' at ,niot Levels ). While 22-101

and 22-102 are important in the 1e-ader development process.

senior leadership is the focus here and we will therefore next

address FM 22-103.

FM (22--103 ( Leadership ahid Command at Senior Levels)

provldes the doctrinal framework and a statement of principles

for leadership and .ommand at senior levels. !.sing direct

leadership skills as a base, the senior leader provides vision,

communicative skills to project that vision and the will to

generate the organizational leadership to win.

FM's 100-1 and 100-5 provide the imperatives and

guidelines that establish the tactical and operational
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leadership dem.an-.5 =  to . -.........:- ion5-itution *b it ons.

These manuals also provide the ccn:e tual bae from which

requirements, ¢hara-i-ti and tasks of effective senior

leadership and -:nd .... " .4 FM 2-!03 re:o.ize- a neecd

-or a separate di .-i, f :ireet eaer-.ir. -- ii,

:on:epts and fu , ,_ . ri.'.al to organizatinLcral teams due

to the ofomp'e:ity a e'e-hi and *:ommnand at- senior levels.

While maintainina o t. ,crientation there is still' needed

the ability to .on.:eptuali-e events and create me3n-'to deal

with future requirements. This vision is the Icey to all that

must be accomplished. (42) The vision must include national

and in,..ernational'perspectives due to"he envirorment of

-om :ity and interdeen'en -.- that the Army now serves.

The ea;ua r.i::tur*? '[n a's the hub of a wheeMl with five

spokes that a "-  th.-.c =+ important ti-..

senrior ieaderzhip arid ,rnrmand. The characteristics are ethi.:s,

ski1i -, command pro,':ess.e and aspects of the or.$an zation that

are -riti,:ai ..o t 0 e....1 u . The fifth spoke 4s :n. ,hal!enze :f

.-enior leaderzhio which i5 described in chap-ter 1 and

1 I It .rat t;,rcu4h hh.-i,:al ,:abe studies in. the final

chapter.

The 7,eniors Ieader'-3 vision is based upon certain

attributes, per-pectives and imperatives. (43) Attribute.s_

describe what senior leader's are to their orSanizations while

peropectives provide an experiential/educational basis or

25



foundation for the senior leader. Imperativ:, i-rovide focus

and sustain the organizational will to win. implementation of

the vision then be,-om -. e the requirement for the senior leader

as the hub (vi-fon: i; s%;-.,Ported by the spokes

(characteristics,

Ethics are ba-ed in valtues, drawn from the :.onstitutional

system. Ethics buLT- t-maral foundation for actiiw and result

in a moral toughness. Skills include conceptual abilities,

competencies and communicative abilitles. The ksills are not

level dependent but include the continuum from the ability to

listen at the leader-led level to coordination and persuasion

-.:7kills at the Joint and combined level.

Command ire~er. are listed as follows; command,

-icntrol, leadership and management. All are to be u-ed

together in an appropriate mi:x a, they relate to the

organization. ,lood organiztions adapt quickItly, respond to

changing ,:onditions, with-stand stress, rebound from setbacks

and know what they are doing. (44) The appropriate control
-Ii

processes reco3nize the components of organizations and the

senior leader applies processes at the right time and place.

Senior leaders understand themselves, their organization

and their mission. They then establish the objectives which,

by using their leadership -skills and appropriate command

are obtainable. Indirect skills will serve the

senior leader no matter what the level, operational or
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strategic. Th-e .ont.2:'t is wr.3t chanS%s and not the skills.

Two ot.her re*erences will be briefly discussed.- The

first is Army Rei-a tion--5Yi"-1o (Leadership). A.R. 600-100

d2escribeS :u-ple mensi-,-' to leadership whi,:h require

different dsl" = n. nwez ep eendntun h lvla
eI JMo h.- vla

which the leader s.erves. , 4 L,, The application of the dimerisin

will vary alonS a :cntinuum from a direct approach at the

individual or small group l,-vel to the more indirect at hi3her

organizational levels. Dir,.,.t leadership is at the face to

face level. Althouvh gener,.,ly associated with the ta:t+.ical

level of war, the skills ar, necessary for all Army leaders.

Az leaders move up the organizational hierarchy, new

ind more -_p -tic-t-d -ki"., are needed due to the increased

:-mp e-it -  ni <c e of e..n i i ities, . . -, u ati n -! -

not ad"-.: v..' b2t dir.. - :s skills as be-oniinz

increasin:iy .: in or,,.r to meet the increased

• organiVatlcU tn,:i , ope of - sponsibility reuirements as

leaders prre- in the Army"s orZanizational chain. At the
4,

_trateaic le-'l or in t . .rtegic arena, eptua nd

integrative abi I iiesbcoo more important. h -actions a s

the creation' of or.zanizatioaii1 structures needed for the

future, establishing the fuzl.amental conditions for operations

in war or those n__eded to ,'..r war are involved at this level.

The second reieren,: !-z Department of The Army Pamphlet

'500-80 (Executive Leadershli,,. The focus is at the three and
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four star 1vel with -an intent to provide a philosophy based on

level specific tasks. The pamphlet intends to provide a

Bysten3 o:pec-tiv of the Army founded'on the e::periences of

Army officers at this Ievel which will thnen provide a basiz for

a leader develrr~zent Dro.-s

E.....,i ve level leadership is performed at. the top one

or two ech.lon; of the Army workinS in an environment of

,-:omplexity and multiple internal and e-Nternal influences. (45)

Future foczus, vision and second order effects require the

ec-zutive to have a systems approach to leadership. To reach

this top level the leader prosresses through two subordinate

.evei of 1-.adership.

"" h first is direct leadership which is face to fa:.e

.n lu.n:-? .,. o; control of ones work. Indirect

5.- leaderhin i at the rn-level and builds on 4direct leve.

-kill-. involvedt is building teamwork and integrating

<I fun.:tions. Th- namphlet uses an overlappinS arrangement of

skills a levels blur with direct leadership being at the

ba .talion 'eve1 progressin Z to indirecte::e,:utiPe i adershin at

the Department of The Army/Field 'Army level. (47)

Major areas"of work at the executive level include joint

and zombined lateral relationships, external relation-ships with

society, relationships within the nation's defense forces and

future capabilities planning. The executive leader employs all

three levels of leadership while operating in this complex
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environmen-: of the ..national- and Intern-ational arena. The

publications now ne--ed to be analyzed usinS as *zriteria the

three levels of war.

Th.:- ta.:1a. level or dietleadez-ship : trh. literatkure:

call s the ta ct i za I I ,eI , r e fIe ct s c or nsst eno s n e a: o f the

pubiia'~ ~ns. ace o face. leader to !-Ad. dir-ct-

*o~muri~.on ~:~~sare at the ta.:tical level. Operational

level d-' rsin e ach publication are consistent while the

terms are -ot.

v uses the term indirect arnd refrrs to vision

and communicative skills. to build the orsanization and create

teamworic. Okills and attributes of the leader -,rovids the

focus n will power t7, succeed. A.R. 600-10D does not addre~s

1 E-v- 1: - ~ iri z_ does des:ribe skil's '-at cr r -- sr

to to- ::'cryat tAoperational l.evel. Thc? th-rust is

team ou:l.ing. organizat-ional climate and organizational

st ruc t Urt. h-2 leader must understand his or~iainand it-1

capbiities.D. A. Patmzhlet ~0-0addresses team building

alonz with int,2-ratin- functions f7or the ,indirec-t 1 e%-- leder

No :evel c._ -war . 'dentified but1- the orientlaticn is on

creatinz c:ombat power using established (normally) cornnmand and

:ontrol r.E-lationships. Employment of combat power through the

use of well lA nd sound Orzanizations Seneraily supports t1nt?

operational leveil requirements. The factors of campaign

planning and the u-se of joint and combined operations is not
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School Evaluation

Army Regulation 600-100 charges the Army War College with

th- ?i.-_.i-n of teaching.leadership at the strateSic level. Th.;

r--.-ulaticrn al'So :har-es the Center For Army Leadership (CAL)

at Fort L-avonworth, with the doctrine mission for the Army.

:AL publishes V4 22-103 ( Leadership and Command at Senior

Levels ). FM 22-103 is the basis of the course one leaders.hip

instruction at the Army War College. A second document also

used is the Department of The Army Pamphlet 600-80 ( Executive

,* Leadership ).

Th,: leadership course has an introductory three week phase

t o .tudy the doctrine through the manuals/reSulation, Case

studies and guest speakers. The thrust is strategic,

r,-inforced throughout -the year as students participate in war

Z mes and simulations which place them in various senior

leader-ship positions. There is also a self assessment

l--adership paper through which students focus on their senior

leadership philosophy. The strategic focus is being

strengthened in Academic Year 90 with more opportunity to

experience roles and positions. Using both FM 22-103 and DA

Pamphlet- 600-80 the- -tud-nts - become grounded in the skills and

attributes of senior leaders while gaining an appreciation for
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. -,' of national power and poli:y implementat ion tbrcuSh

mi 2 itary .-..tra t egy. (49)

The Army education program at the stratei,? level provides

an appropri.te opportunity for learning. Any propos-6d changes

would b,? the addition, if feasible, of field trips- to senior

level headquarters. Thi-, is the only way to re,:eive a true

appreciation for the senior level.

Analysis

The criteria of strategic, operational and t.xctical levels

of w r are consistent with the historical ,:aae studies us=ed.

Tran:latin potential combat power into engagements and

-battl.-, employment of for:es to attain strat',:3i.: zoals in -

t heater of war and employing the armed force. to se,ure policy

objectives are specific levels seen in the duties of the three

officers studied. Individual skills and attributes of Arm';

leaders are also reflected.

MaArthur, Marshall and Eisenhower displayed c:haracter from

.' their earliest daysin school. There was determination, trust

and integrity with a desire to excel, All worked well at the

direct level in their early assignments with soldiers; each

showing a propensity to teach and exhibiting personal courage.

MacArthur successfully served in combat as a brigade and



divizion commaknder. Mar-hall, though not :oinmanding in combat,

did exce1at- the tactical level in the Phi Iippine s as- a

lieutenant and later in a serie-, of staff .nd unit assignments

r.rig in, briade ,ommand at. Vancouver Eise, hcwer served

.,tt t-h ta.:ti,:al level a-. he trained forces for zomnbat in World

'War . and as a battalion ,-commander at Fort iLewis.

0.-_erational level Zapabilities were demonstr3ted by,

Ma,:Arthur in the Philippines prior to World War I and as the

Far E.t Commander during the war. Marshall employed forces in

an thea.er in World War I as the principle planner for the

Meuse-Argonne operation. Eisenhower displayed the same

employment skills in the Louisiana Maneuver. ard Operation

ror.-h. The numbers of forces involved, preparinz plans for

ac i n and operations, and the per ti-e cf an entire

th-:,t.-r are ,skills that so above the tactical level.

The employment of armed forces to secure policy obje,:: .ives

irnrlies a national and international perspe,:tive that involves

political aspects. The environment has a breadth which i

3reater than at the operational level. M,2icArthur initially

worked at th is level as the chief of staff as he attempted to

rebuild the Army. Subsequertly, he -served as the Supreme

,:c.nmand#?r in Japan and as the United Nations Commander in the

Korean War where armed forces were employed to se,_ure policy

objectives. Both in Japan and in Korea his responsibilities

exeeded the employment of forces to attain strateSic Soals.



Th,. fund.Lmentl .:onditionr. for operations an:1 conditions for

t.h- use of forces were snt by Ma,-Arthur. H- then exceeded his

responsibilities when his policy in Korea differed from that of

the national :-ommand authority. Ne was no lon--er supporting

poli,zy obje.ctives.. Marshall also .-served as the Chief of Staff

of the Army establishin S force levels and Imposin the

*onditions for the use of force:=. Re employed forces to

secure policy objective.s. Marshall's Germany first and direct

invasion of the continent policies gave a direction for asset

prioritization. Eisenhower, as the Overlord Commander and

later as the chief of staff, moved beyond the operational level

of Torch as he assiSned assets for the European Theater,

a.-si;3ned priorities and translated the political Suidance of

the Allies into military operations.

The hi.torical review -supports three levels of leadership

:ills zach with aspects greater in scope than preceding

levels. Although each builds on the other as offi-ersained

rank, each officer had to develop new rkills for the next level

of duty complexity. The employment of forces in a theater

requires skills of campaign planning and e-:,:,-tion. The

provisioning of forces to support policy objectives is at a

higher plane of perspective. This level involves national

power and resource allocations.

The doctrinal review reflects consistency at the tactical

and operational levels of leadership. The reference
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M 103 1 St tw--o level al'o wa~r a~nd o~~t.~:wj . th?

D, h -i I c sco Y'~ that th- hihee iricvi. inircta

-Rilli an,'~ .ttributes are inc:lud.=d in the r r:nt for t-ht

zt r 11: - .- .: ues -not-- i n the c- 2uz': ~i ric u-e*

a~d er ---h i The st rate i c env rone n + -ur' v * n - -

diplomati-: a nd poli t ica1 ski111 stha t heo7.L r.:t -1':)j :1 1: 3*d-er

7 .- n'-::. Army Ro'1aat ion 'C) '~prr ~ '-.~

t.hrrurhavt the senior dimensions of le~e t ~'adre ;?ez

f-- A-1'113 Of future re'auirezxnent identifi:ation atnd the

~;:a-dwith theC 5t rat i? c 1 ev -21f WarI '1, i7n th

x:net of a :=tinujum and not i st nc 1>.e --bo-.e th

~oeritional -zomxnander' s requirem,t:

5 epartment. of the -A -my 'a np h:t 1~K'-' 7 f

1.vlof -1ea.-ership whiczh inclIud-?s -:h.3n~e:LrIemcnv-:or-

: Iljot:atiofl at national levels, Id±'ri r-ai* Oi.j~n-=I

futur-e requirerents and mainl~taining n~ utu~ f teArmy.



..:o ncide with those in 1:h,-,% defIniticon of 'i'litar

ivilian do-'.5s not :,rovide i lz' '.  into

que.tion of levels. The literaturea does Support the do.:trinal

li'Ftins of .. ills and attributes required at both lower anzd

hizher l velIs.

- _ .... .- nc 1 vs ion ..

There is a -tra tegi,: level-of le!der-ship that is edifferent

than the do,:trie now describes in the two levels of direct and

indirect leader7,hip. What this level is called is uninportant

.r long ts there is a r. ccnition that at the strat 1eic level

there is an order of maSnitude difference. The difference *-an

atsuably be framed in the , "ntext of environment as opposed to

zeve f leaership. However, the historica4l and do,:trinal

analysis indicates a stronger argument against this approach.

There is a distinction at the strateSic level that needs to

made and the do,:trine should read accordlinly.

The .-urrent revi:sion to FM 22-10.3 written by CAL meetB this

requirement superbly in the description of the strateSi,.

environment of the .enlor leader. The one alteration I propose

is a definition of a third level and !hen the staridardi=ation



ofr that. tormifrilay in the Army re:u1 ationr:, ppz' and

innua Is.

The strat-esi':: : nrvirnnient is :cmp1ex,. in*.avins~ rat.ional

power anid necesF-itatinS a national and international

per-3pective. This perspective, corabined with irid ivirlual

'atr ib ute s sucj:.h .-: _*zru st~ iptarity and .-Is ut~y_ :-ll

fall unde-r the ide of characte:-r s:-, bles t.he 3r.~~t

lteader to work succes~sfully as MacArthur, Mars~hall. and

Sisenhower we:r'? abile, with national and.- irj±..rnatiorj_)n~i militar-y

commrunicated that vision internally and ex.ternaiiy aria hadth

will owerto pursue that vision. Str~at-"23 lelladrsi:i

unique arnd requires more- than advanced leacier-Fhi:' s 1111

ThIe _r e i whole different environment uhc nn.. de ~:rs-tco d

S.and which has distinct skills. The education and t a in inZ

sy'Stein must support tChe opportunity for Army af fi-ers to 1learn

how senior l eade rs coDe rat e a nd h ow a ssa I at L. -L-rta ff o f ficrs

SUpport these leaders.

LearnIng to operate at the Lrat.egi: 1,c1 wasj: a lifetime

eneaoro ste- c5fftaerS combininS FchoolinS-, train-ing, self

-:stuiiy and Suldance from sponsors. Each 31lzo h:-d the
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