Chapter 7

Strategic Leadership

It became clear to me that at the age of 58 I would have to learn new tricks that were not taught
in the military manuals or on the battlefield. In this position I am a political soldier and will
have to put my training in rapping-out orders and making snap decisions on the back burner,
and have to learn the arts of persuasion and guile. I must become an expert in a whole new set

of skills.

7-1. Strategic leaders are the Army’s highest-
level thinkers, warfighters, and political-
military experts. Some work in an institutional
setting within the United States; others work
in strategic regions around the world. They si-
multaneously sustain the Army’s culture, envi-
sion the future, convey that vision to a wide
audience, and personally lead change. Strategic
leaders look at the environment outside the
Army today to understand the context for the
institution’s future role. They also use their
knowledge of the current force to anchor their
vision in reality. This chapter outlines strategic
leadership for audiences other than the general
officers and Senior Executive Service DA civil-
ians who actually lead there. Those who sup-
port strategic leaders need to understand the
distinct environment in which these leaders
work and the special considerations it requires.

7-2. Strategic leadership requires significantly
different techniques in both scope and skill
from direct and organizational leadership. In
an environment of extreme uncertainty,
complexity, ambiguity, and volatility, strategic
leaders think in multiple time domains and op-
erate flexibly to manage change. Moreover,
strategic leaders often interact with other lead-
ers over whom they have minimal authority.

7-3. Strategic leaders are not only experts in
their own domain—warfighting and leading
large military organizations—but also are
astute in the departmental and political envi-
ronments of the nation’s decision-making pro-
cess. They’re expected to deal competently with
the public sector, the executive branch, and the
legislature. The complex national security
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environment requires an in-depth knowledge of
the political, economic, informational, and mili-
tary elements of national power as well as the
interrelationship among them. In short, strate-
gic leaders not only know themselves and their
own organizations but also understand a host of
different players, rules, and conditions.

7-4. Because strategic leaders implement the
National Military Strategy, they deal with the
elements that shape that strategy. The most im-
portant of these are Presidential Decision
Memorandums, Department of State Policies,
the will of the American people, US national se-
curity interests, and the collective
strategies—theater and functional—ofthe com-
batant commanders (CINCs). Strategic leaders
operate in intricate networks of competing
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constituencies and cooperate in endeavors ex-
tending beyond their establishments. As insti-
tutional leaders, they represent their organiza-
tions to soldiers, DA civilians, citizens, states-
men, and the media, as well as to other services
and nations. Communicating effectively with
these different audiences is vital to the organi-
zation’s success.

7-5. Strategic leaders are keenly aware of the
complexities of the national security en-
vironment. Their decisions take into account
factors such as congressional hearings, Army
budget constraints, reserve component issues,
new systems acquisition, DA civilian programs,
research, development, and interservice coop-
eration. Strategic leaders process information
from these areas quickly, assess alternatives
based on incomplete data, make decisions, and
garner support. Often, highly developed inter-
personal skills are essential to building consen-
sus among civilian and military policy makers.
Limited interpersonal skills can limit the effect
of other skills.

7-6. While direct and organizational leaders
have a short-term focus, strategic leaders have
a “future focus.” Strategic leaders spend much
of their time looking toward the mid-term and
positioning their establishments for long-term
success, even as they contend with immediate
issues. With that perspective, strategic leaders
seldom see the whole life span of their ideas; ini-
tiatives at this level may take years to come to
fruition. Strategic leaders think, therefore, in
terms of strategic systems that will operate
over extended time periods. They ensure these
systems are built in accord with the six impera-
tives mentioned in Chapter 6—quality people,
training, force mix, doctrine, modern equip-
ment, and leader development—and they en-
sure that programs and resources are in place
to sustain them. This systems approach sharp-
ens strategic leaders’ “future focus” and helps
align separate actions, reduce conflict, and im-
prove cooperation.

SECTION |
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7-7. The values and attributes demanded of
Army leaders are the same at all leadership lev-
els. Strategicleaders live by Army values and set
the example just as much as direct and organiza-
tional leaders, but they face additional chal-
lenges. Strategic leaders affect the culture of the
entire Army and may find themselves involved
in political decision making at the highest na-
tional or even global levels. Therefore, nearly
any task strategic leaders set out to accomplish
requires more coordination, takes longer, has a
wider impact, and produces longer-term effects
than a similar organizational-level task.

7-8. Strategic leaders understand, embody, and
execute values-based leadership. The political
and long-term nature of their decisions doesn’t
release strategic leaders from the current de-
mands of training, readiness, and unforeseen
crises; they are responsible to continue to work
toward the ultimate goals of the force, despite
the burden of those events. Army values provide
the constant reference for actions in the stress-
ful environment of strategic leaders. Strategic
leaders understand, embody, and execute lead-
ership based on Army values.

INTERPERSONAL SKILLS

7-9. Strategic leaders continue to use interper-
sonal skills developed as direct and organiza-
tional leaders, but the scope, responsibilities,
and authority of strategic positions require
leaders with unusually sophisticated interper-
sonal skills. Internally, there are more levels of

people to deal with; externally, there are more
interactions with outside agencies, with the me-
dia, even with foreign governments. Knowing
the Army’s needs and goals, strategic leaders
patiently but tenaciously labor to convince the
proper people about what the Army must have
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Interpersonal Skills

and become. Figure 7-1lists strategic leader in-
terpersonal skills.
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Figure 7-1. Strategic Leader Skills—
Interpersonal

7-10. Strategic leaders and their staffs develop
networks of knowledgeable individuals in or-
ganizations and agencies that influence their
own organizations. Through penetrating as-
sessments, these leaders seek to understand the
personal strengths and weaknesses of all the
main players on a particular issue. Strategic
leaders are adept at reading other people, and
they work to completely control their own ac-
tions and reactions. Armed with improved
knowledge of others, self-control, and
established networks, strategic leaders influ-
ence external events by providing leadership,
timely and relevant information, and access to
the right people and agencies.

COMMUNICATING

7-11. Communication at the strategic level is
complicated by the wide array of staff,
functional, and operational components inter-
acting with each other and with external agen-
cies. These complex relationships require
strategic leaders to employ comprehensive
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communications skills as they represent their
organizations. One of the most prominent dif-
ferences between strategic leaders and leaders
at other levels is the greater importance of sym-
bolic communication. The example strategic
leaders set, their decisions, and their actions
have meaning beyond their immediate conse-
quences to a much greater extent than those of
direct and organizational leaders.

7-12. Thus, strategic leaders identify those
actions that send messages. Then they use their
positions to send the desired messages to their
organizations and ensure that the right
audiences hear them. The messages strategic
leaders send set the example in the largest
sense. For instance, messages that support tra-
ditions, Army values, or a particular program
indicate the strategic leader’s priorities.

7-13. Thus, strategic leaders communicate not
only to the organization but also to a large
external audience that includes the political
leadership, media, and the American people. To
influence those audiences, strategic leaders
seek to convey integrity and win trust. As GA
Marshall noted, they become expert in “the art
of persuasion.”

7-14. Strategic leaders commit to a few com-
mon, powerful, and consistent messages and re-
peat them over and over in different forms and
settings. They devise a communications cam-
paign plan, written or conceptual, that outlines
how to deal with each target group. When pre-
paring to address a specific audience, they de-
termine its composition and agenda so they
know how best to reach its members. Finding
some apparent success with the medium, fre-
quency, and words of the message, strategic
leaders determine the best way to measure the
message’s effectiveness and continually scan
and assess the environment to make sure that
the message is going to all the right groups.

USING DIALOGUE

7-15. One of the forms of communication that
strategic leaders use to persuade individuals,
rather than groups, is dialogue. Dialogue is a
conversation between two or more people. It re-
quires not only active listening, but carefully
considering what’s said (and not said), logically
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assessing it without personal bias, and specify-
ing issues that are not understood or don’t
make sense within the strategic leader’s frame
of reference. By using dialogue to thoroughly
exchange points of view, assumptions, and con-
cepts, strategic leaders gather information,
clarify issues, and enlist support of subordi-
nates and peers.

NEGOTIATING

7-16. Many relationships between strategic-
level organizations are lateral and without clear
subordination. Often, strategic leaders rely
heavily on negotiating skills to obtain the coop-
eration and support necessary to accomplish a
mission or meet the command’s needs. For ex-
ample, commanders of the national contingents
that made up the North Atlantic Treaty Organi-
zation (NATO) implementation force (IFOR)
sent to Bosnia to support the 1995 Dayton peace
accords all had limitations imposed on the ex-
tent of their participation. In addition, they all
had direct lines to their home governments,
which they used when they believed IFOR com-
manders exceeded those limits. NATO strategic
leaders had to negotiate some actions that ordi-
narily would have required only issuing orders.
They often had to interpret a requirement to the
satisfaction of one or more foreign governments.

7-17. Successful negotiation requires a range
of interpersonal skills. Good negotiators are
also able to visualize several possible end states
while maintaining a clear idea of the best end
state from the command’s perspective. One of
the most important skills is the ability to stand
firm on nonnegotiable points while simultane-
ously communicating respect for other partici-
pants and their negotiating limits. In
international forums, firmness and respect
demonstrate that the negotiator knows and un-
derstands US interests. That understanding
can help the negotiator persuade others of the
validity of US interests and convince others
that the United States understands and re-
spects the interests of other states.

7-18. A good negotiator is particularly skilled
in active listening. Other essential personal
characteristics include perceptiveness and ob-
jectivity. Negotiators must be able to diagnose

unspoken agendas and detach themselves from
the negotiation process. Successful negotiating
involves communicating a clear position on all
issues while still conveying willingness to bar-
gain on negotiable issues, recognizing what’s
acceptable to all concerned, and achieving a
compromise that meets the needs of all partici-
pants to the greatest extent possible.

7-19. Sometimes strategic leaders to put out a
proposal early so the interchange and ultimate
solution revolve around factors important to
the Army. However, they are confident enough
to resist the impulse to leave their thumbprints
on final products. Strategic leaders don’t have
to claim every good idea because they know
they will have more. Their understanding of
selfless service allows them to subordinate per-
sonal recognition to negotiated settlements
that produce the greatest good for their estab-
lishment, the Army, and the nation or coalition.

ACHIEVING CONSENSUS

7-20. Strategic leaders are skilled at reaching
consensus and building and sustaining coali-
tions. They may apply these skills to tasks as
diverse as designing combatant commands,
JTFs, and policy working groups or determin-
ing the direction of a major command or the
Army as an institution. Strategic leaders rou-
tinely weld people together for missions lasting
from months to years. Using peer leadership
rather than strict positional authority, strate-
gic leaders oversee progress toward their visu-
alized end state and monitor the health of the
relationships necessary to achieve it. Interper-
sonal contact sets the tone for professional re-
lations: strategic leaders are tactful and
discreet.

7-21. GA Eisenhower’s creation of SHAEF
during World War II (which was mentioned in
Chapter 2) is an outstanding example of
coalition building and sustainment. GA Eisen-
hower insisted on unity of command over the
forces assigned to him. He received this author-
ity from both the British and US governments
but exercised it through an integrated com-
mand and staff structure that related influence
roughly to the contribution of the nations in-
volved. The sections within SHAEF all had
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chiefs of one nationality and deputies of
another.

7-22. GA Eisenhower also insisted that
military, rather than political, criteria would
predominate in his operational and strategic
decisions as Supreme Allied Commander. His
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so-called broad-front strategy and the refusal to
race the Soviet forces to Berlin, rested on his be-
lief that maintaining the Anglo-American alli-
ance was a national interest and his personal
responsibility. Many historians argue that this
feat of getting the Allies to work together was
his most important contribution to the war.

most controversial decisions, adoption of the

Allied Command During the Battle of the Bulge

A pivotal moment in the history of the Western Alliance arrived on 16 December 1944, when the
German Army launched a massive offensive in a lightly held-sector of the American line in the
Ardennes Forest. This offensive, which became known as the Battle of the Bulge, split GEN Omar
Bradley’s Twelfth Army Group. North of the salient, British GEN Bernard Montgomery commanded
most of the Allied forces, so GA Eisenhower shifted command of the US forces there to GEN
Montgomery rather than have one US command straddle the gap. GEN Bradley, the Supreme Allied
Commander reasoned, could not effectively control forces both north and south of the penetration. It
made more sense for GEN Montgomery to command all Allied forces on the northern shoulder and
GEN Bradley all those on its southern shoulder. GA Eisenhower personally telephoned GEN Bradley
to tell his old comrade of the decision. With the SHAEF staff still present, GA Eisenhower passed the
order to his reluctant subordinate, listened to GEN Bradley’s protests, and then said sharply, “Well,
Brad, those are my orders.”

According to historian J.D. Morelock, this short conversation, more than any other action taken by
GA Eisenhower and the SHAEF staff during the battle, “discredited the German assumption that
nationalistic fears and rivalries would inhibit prompt and effective steps to meet the German
challenge.” It demonstrated GA Eisenhower’s “firm grasp of the true nature of an allied command” and

it meant that Hitler's gamble to win the war had failed.

7-23. Across the Atlantic Ocean, GA George C.
Marshall, the Army Chief of Staff, also had to
seek consensus with demanding peers, none
more so than ADM Ernest J. King, Commander
in Chief, US Fleet and Chief of Naval Opera-
tions. GA Marshall expended great personal en-
ergy to ensure that interservice feuding at the
top didn’t mar the US war effort. ADM King, a
forceful leader with strong and often differing
views, responded in kind. Because of the ability
of these two strategic leaders to work in har-
mony, President Franklin D. Roosevelt had few
issues of major consequence to resolve once he
had issued a decision and guidance.

7-24. Opportunities for strategic leadership
may come at surprising moments. For instance,
Joshua Chamberlain’s greatest contribution to
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our nation may have been not at Gettysburg or
Petersburg, but at Appomattox. By that time a
major general, Chamberlain was chosen to com-
mand the parade at which GEN Lee’s Army of
Northern Virginia laid down its arms and col-
ors. GEN Grant had directed a simple cere-
mony that recognized the Union victory
without humiliating the Confederates.

7-25. However, MG Chamberlain sensed the
need for something even greater. Instead of
gloating as the vanquished army passed, he di-
rected his bugler to sound the commands for at-
tention and present arms. His units came to
attention and rendered a salute, following his
order out of respect for their commander, cer-
tainly not out of sudden warmth for recent ene-
mies. That act set the tone for reconciliation






