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ABSTRACT

RILUTHOR Robert J. 3t. Cnge, Jr., LTC U.S. Army
TITLE: ©5General Lucius D, Clay-
A Case Study ot Strateqic Leadership and VYision

FORMAT Individual Study Progect

DATE: S Apri1l 1791 PEGES: 46 CLASSIFICATION: unclacssi+ti1ed

This project is a study of strategic leadership and vision focused on
the superb career of General Lucius D. €Clay, a leader whose
capabilities and contributions have been overlooked in the army s
current examination of¥ strateg!c leadership. Turning to Clay ' s
example is timely, as the true impact of his leadership and stra‘teqgic

vision as the +irst mil:tary governor of Germany and the +first CINCEUFR
are finally being realized today with the German reunification and the
end of the Cold War. General Clay had a unique career, and the parh
he took would be considered completely non-standard by today's
measures. He had no advanced civil or military education and had
virtually no time with or command of tactical units: two major

discriminators for advancement in the officer corps of the 19%0s.
Fortunately, General Clay served in a series of extremely demanding
and developmental positions that prepared him to create and implement
a strategic vision and to lead the effort to establish post-war

Germany. A review of military and non-military literature csuggects
that the nature of work at the strategic leadership level reguires the
capability for complex intellectual activity. To envision what the

tuture can and should be and to create conditions for a vision to

become reality, a strategic leader must rely on highly developed

frames of reference formed by a variety of demanding, diverse
experiences. Like General Clay, future strateqgic leaders must have

the potential for such intellectual activity and have that potential
developed through a series of demanding and stretching experiences.

This study suggests that the Army needs to revise and publish a

coherent framework for its leadership doctrine and review its policies
which impact on the development of strategic leaders.




Introduction

Strateqic Yicsion 1% a speci1al theme for study at the United
States mrmy War College (USAWC! for academic year 1990-91. In
response to that challenge, this study will strive to discern leccons
trom the example of General Lucius D, Clar about this nebulous, but
desired, strategic leader competency. General Clay was responsible
tor the U.S5. military government of Germany from 1945 tc 1739  and e
became the tirst CINCEUR with the Defense Reorganization 1n 1947, Hic
vision and his actions began a process which transformed Germany from
the ashes of World War [I to the startling reunification of 19%0.

Since the Vietnam War military leadership has been the topic of
innumerable studies and articles, The United States Army War College

study Leadership in the 1970°'s began this period of serious

introspection. [t was followed in the 1980°s by The Professional

Development of Officers Study. The trend is not unparalleled; the

years after the tragedy of World War I were marked by the writings of
an unprecedented number of brilliant men who attempted to interpret
the lessons learned, many of which focused on leadership. One of
these thinkers of the inter-war years, J.F.C. Fuller, has been
paraphrased in Field Manual 100-S, QOperations, in his often stated
dictate that leadership is the most powerful of the four dynamics of
combat power. Leadership, the manual states,
provides purpose, direction, and motivation in combat. It 1s the
leader who will determine the degree to which maneuver,
firepower, and protection are maximized...There are no ready
formulas to govern the process...Only excellence in the art and
science of war...no peacetime duty is more important for leaders

than studyring their profession and preparing for war. The
reqular study of military history and biggraphy i1s invaluable i1n

this reqard. (emphasis added) [1]




It 1s 1n that spirit that this study of General Lucius D. Clay

has been under taken. However, it will not reexamine battlefield
leadership but will focus on aspects of leadership at the highest
levels, It will look at the strategic leader who must act, assist,

and advise 'n the effort to maximize the elements of mational power,
vice the efforts of his subordinate leaders who work to maximize
combat power.

Ouer the last decade the Army has not only revamped its basic

leadership doctrine, reflected in FM 22-100, Military Leadersh:p, but

has also added previously unaddressed dimensionzs to its loosely
structured doctrinal frameworkK for military leadership: those of
senior and strategic leadership. In 1987 the aArmy published a new
field manual and a pamphlet which address themselves solely to the
topic of leadership and command at these levels, Field Manual (FM)

22-103, Leadership and Command at Senior lLevels, is written within

the context of FM 100-35, DOperations, and thus its focus appears to

be on senior leader requirements at the tactical and operational, not

strateqic, levels. Therefore, it does not specifically address the

leadership requirements for the most senior military officers,
four-star generals. Department of the Army Pamphlet &400-80, Executive
Leadership, does focus on leadership at the executive, or strategic
(3-49 star), level, Both documents address the concept of vision as a
necessary competency for leader success at top levels. While neither
provides a clear idea about how it is developed, DA Pam &400-80
introduces the concept of "frames of reference” or "cognitive
mapping." Over time, leaders translate experiences of all Kinds into
increasingly complex mental maps which not only heighten their 2b:1:t»

to understand abstract and complicated relationships but also enhance




their abilities to envision desirable and possible futures.
Interestingly, efforts toc examine senior leadership and tc determine
the importance of wision in the leadership and management practices at
the executive levels of the private sector parallel! this Army concern.

This study will review miltitary and non-military literature in
order to suggest a workable definition for strategic vision. It will
review the rich and unique career of General Clay in an attempt to
determine what his vision was, how he implemented it, and how he
developed the ability or capacity to envision at a strategic level.
Lastly, the study will suggest direction for the Army‘s continuing
efforts to understand this strategic leadership competency.

The sudden end of the Cold War and the surprising war in the
Middle East mark this as an era of chaos, conflict, and transition;
1t is a period of great opportunity for leaders with vision. As the
world witnesses the reunification of Germany, it is fitting to examine
General Clay‘s largely forgotten contributions and leadership
abilities, especially his vision, and to draw lessons for future

strategic leaders.




Fart |

Literature FReuiew

strateqic Leaderzhip

It zeems usetul from the beginning tc Gain some precizicn o
terminolagy. Fecent publications use the terms =senior, 2iecyutiue,
sretems, and strategic leadership somewhat svrnaonrmoucsl -, U+ Fam

«30~80 describes three levels of leadership that are ditferent Cecauze
ot the nature of the tasks or demands on the leader: direct,
indirect-organizational, and indirect-executive, This suggestsz two
maJor modes of leaderchip, direct and 1ndirect, divided 1nto three
distinguishahle levels, Untortunately, these terms are not consiztent
with other U.5. Arm» or civilian publications, contributing to the
contusion. This paper will labei the three levels ot leadership as
direct, senior, and strateqgic.

Diract leadershin 15 th2t Adeccribed 'n FM 22-100 and exercize:
generzally at battalion and lower levels. Direct leadership tasks
heavilv 1nvolve tace—~to-tace Influence o+ subordinates: coaching,
teaching, directing, and motivatirg., @uvthoritd relstionships are
clear, €s1mple, and direct; lateral relationships are tocused on
cocrdination.

Senitor leadership, described in DA Pam &600-80 as
"indirect-organizational" and addressed in FM 22-103, 1s that
leadership required of officers commanding brigades up to those
general officers in positions as high as corps commanders., At this
leuel the leader has less direct control and influence over
subordinates. Work i1nvolves & qgreater amount of staf+ assistance and
delegation. Leader tasks include integrating and coordinating stat+t
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+unctions, burlding teamwork among Iubordinate organizaticns, CKea”
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combat power or productivit. through task organizingsintegrating,

develcoping both subordinate leaders and command ciimat

v

Ztrateg.c leaderzhip, called 2 .ecutive leadership +n Dk Fam

i

s00-20, .3 that leadership demanded ot military and <iviians at the
tap of the military Structure or tn unigue positions, normall .

tour-star eguivalents, Strategic leaders, whil pert 1n the
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capabilities ot their own complex organizations, are primar;iy +CccCu

on externa!l environments, on how their organizations interact witn

Wy

other complex systems. Strategic military leaders must urnderstand a0
advise senior political leaders arhout the application o+ militars
power 1n light ot the entire spectrum of natianal power 'militar:,
economic, political, and psvcho-social). Leader tasks 1nciude
establishing organizational values and culture, creating or tailoring
organizations to meet future requirements, buiriding consensus, arnd
irteracting s influencing other top leaders t+rom other services, ctner
nations, and other sectors of the gowernment.

There 15 additional contusion at times over the ditterences
betweern a strategic leadership position, a strateqgic leader, and
strategrc leadership. Strategic ieadership is a proliziy a strategic
leader 13 one capable of performing strategic leadership. @ strateg:ic
leadership position (and the rank that goes with 1ty 15 one which
demands strategic leadership of the incumbent. Une 1s not a strateg!ic
jeader merely because of rank or assignment to a strateg:c leadersh:p
position, and, conversely, one can be capable of strategic Teadership
regardliess of current duty assignment.

An example can be seen in the career of General Colin Powell. =~=z

the U (US) Corps commarder he held a senior, but not strategic,

S




leader v p posI tian, Lecpite (te complexitvy, the jcC praomar .-
regquired Hererzal Powell to +ocus on the CoOrps arnd tts interszle Wite
tozal organizations and activrtiec, Howe 6, t s poss ble that
SDEferxs Sowel! Rad the cCapacity to oact ke a strategic eader 3r3

that ne e.erciced ztrategic leaderzhip n responze Yo the numercus,

non-,o0pR relsted dJemands olaced spon hm calls for strateg: - 2. Ie,
et Whern he became the deputy to, and iater, the naticns, zezur °
advizor to the President, he moved into the strategic rea'm, vni'e
remaining a three-star gereral. His subsequent promotion and
azsignments as Commander, Forces Command and then Lhasrrman, JC:
clearly put him 1n the strategic leaderzhip arena.

strategic Leader Competerncies

L3

1

w
-
]

What are the attributes that a strategic leader must pcoss

[}
]
@
L
(WY

S at that level” Qur ouerarching leaderzhip doctrine 12 coutned
in termsz ot what a leader must Be, know, and Do. In octher words, ne
must possess certain attributes of character, he must hawve zome
critical aspects of knowledge., and he must possec:z certain skilie anc
apirlities, LCharacter traits (courage, honesty, deftermination,
compascion, etc.) are part of the make up of the leader and., +tar
purposes of this study., will be constdered as relatively egual n
importance at all levels of leadership. In terms o0t knowledge,
z=ki1lls, and abilities, however, all the literature appears to be In
agreement that the relative nature and importance o+ these change as
ocne mowes from direct, to senior, and then to strateqic leadership.
Trere are as many lists of strategic leader competencies as there
are theorists, writers, and practitioners, It 1s bevond the scope o
this =tudv to repeat or debate the differences, consistencies or
relative correctness of these lists. [A Pam 600-80 describes three

=)




zeneral categories o+ leader competencies: technical, Interperzona
rCommunlcationss . and conceptual. While 'nterperconal sk.iis are
desZribed as Jdit+ersnt but O+ relativelr equal mportance 3t a2l
tenalz, rrme ocredominant requirements shitt from technical to
2onceptyusl az one mouves up trom direct to strategic leaderzhig.

b Fam =d0-3 ztressecs that this increased emphasic on Cconcentusl
skills 13 due to the increasing complexity of leader tasks at h,ohs-
evels of organtzaticons., s leaders ascend through the lewelszs o 3

turesaucracy they gqain in knowledge and experience, which prourde
opportunities +or developing more complex frames cf reterence or

mental maps. At the strategic level the leader s frames of retsr

T

o

A

or mental maps must be developed enough to deal with the most comple.

11}
T

zues and to employ the most sophisticated cognitive proceszses, T
must not conly be able to understand complex situations but alsc be
abie to design organizations and systems that reduce compiex:ity and
oring order ocut of chaos making the resultant work more understandab: =
and accomplizhable by subordinates. They must be able to articipate
the second and third order etfects of actions and ewvents. They must
be able to work with a future orirentation and develop an arrar of
future possibilities. After determining which pocssible tuture state
15 most desirable, they must emplor proactive reasoning to ntluernce
the environment and direct the flow o+ events toward the envisioned
future. Strateqic leaders deal in the abstract, ther create, they
cvnthesize, they envision, and trey attempt to shape the future. It
s thi1s 1dea that a leader must be able to work well i1nto the tuture
that has qQiven ri1se to the new hot topic of leadership discussions:

strategic vision.[ 3]




strategic “isian

A oreview of the mititary and non-military 1y terature on thse
Subiject o+ ctrategic viISIOn s & necescary competency for strategic

1 reveal=z that the topic 15 not entirely 2 new one. In thae
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his wrrtings on the strategic leader, Clauzewitz optned that
sucCcess requires “appropriate gitts of intellect and temperament, (4]
Clausewi tz states that what the strategic leader "requirecs in the wa-
of higher 1ntellectual gifts 12 a sense of unity and power of judgment
raised tc a marvelous pttch of vision..."[S] He goes on to write trat
areat intellectual capabilities alone cannot detine great leadersh:p
without the attributes of character and temperament. Ferhaps trne use
ot the term vision in the context of what leaders must do 15 not new
and may be tied to the renalcsance of the study of Clausew:itz.

The first mention of vision in our leadership doctrine appeared
in 1987 with the nearly simultanecus publication of FM 22-102 and De
FPam &00-80. The manual dedicates an entire chapter, "Leadership
Yieion," to discussing the concept. It portravs a senior leaderchip
model as a wheel, the hub of which 1s the leader s vision, described

his "personal concept of what the organtzation must be capable of

(U

a
dJoing by some future point,"[&] Vision is further described 1n
Clausewi tzian terms as the source of the senior leader s
effectiveness, his inner light. The manual asserts that leaders must
possess certain attributes and perspectives, and adhere to specitic
imperatives to form their vision. Once 1t is formed, they must
ymplement their vision. Unfortunately, the chapter i1¢ without
examples and leaves the reader with many questions. The descriptions
ot the attributes, percpectives, and imperatives upon which the leader
reportedly relies to make sense out of chaos and form a vision are not

8




coherently connected and leave the reader contused. The chapter gives
no hints about how tar 1nto the +uture leaders muct operate.

O Fam &00-20 states that strategic |

T

aders must proJyect into the
tuture sutficrently to envisiaon major svetem-wide proaramse and the
time required for their implementatican. The pamphlet zpecitically
uses tuture time trames to diftterentiate between the three leadership
levels discussed earltier. @t the direct level the demands and the
leader requirements are described as ranging trom dars to ceveral
¥years., mt the senior level the range 1s defined to be from +ive to
ter »ears. ¢t the strategic level the time span 15 cited as well
berond ten vears.[7] sfs examples, the pamphliet refers to the twelve
vear horizon of the Army s Extended Planning Annex and the 20-235 rear
rorizon ot the ongoing modernization program. The modernization
program "was not formulated 1n response to a requirement. Rather 1t
was envisioned as a necessary step to create a force that could Jea!
with likely future contingencies."[(8]

As retired LTG Walter F. Ulmer, Jr., President of the Center +c¢
Creative Leadership, has critiqued, DA Pamphlet s00-80 15 "a
competent, although sometimes challenging text that adds significantls
to our ongoing dialogue on senior leadership. It is businesslike and
explanatory...lts themes are more complex and conceptual... [than M
22-1031." He is critical, however, of the use of time frames as a
discriminator between levels calling them "overdone."([?]

Ouverdone as the topic may be, 1t is obvious that all leaders must
Took to the future and that strategic leaders must look further into
the future than their subordinates. Time frames are cond:tional,
varying with the nature of the activity upon which the vision is
tfocused. In combat situations, for example, the strategic leader may

9




envision desired future states toward which his organrzation can work

that are onlv a few months awar. He mav simultanecusly be snvisioning
+orce readiness, modernizatian, and crgamizational structure zsuUes
+or the organization that reach 2ut ten to ftifteen wyears. Strategic

leadere 1nwolved with Operation DESERT STORM and with the future =ize

0

and strucrture o+ the armed forces are current examples ot this
multtiple vision and time +frame reality,

YJyew $rom the Frivate Sector

Leadership vision 18 an i1ncreasingly common topic 1n the
currently popular array of books and articles on management and
leadercship. Most authors tend to discuss vision in terms of 1ts walue
to the internal organization., The clear emphasis 1= on the leader
developing and communicating a vision that has a compelling, enabling,
empowering, and tnspiring effect on the people within the
organization,

Tom Peters, author of the bestseller, In Pursui t of Excellence,

1e clearly reprecentative ot thi1s group o+ popular theorists an top

level management and leadership. In his most resent book, Thriving

on Chaos, he stresses the need for wision stating "noc leadership
topi1z is more important."[10] He enumerates a laundry li1st of

characteristics of a successful vision Cinspiring, clear, challenging.
makes sense, flexible, etc) and stresses that a correct and clearly
communicated vision is the leader’s best tool for orientinqg and
energizing the members of an organization. The clear emphasis is an
defining the vision and "preaching" or selling it to subordinates.

In The Leadership Challenge, Kouzes and Posner give some hints

as to the source of a leader’s vision. “Intuition 1 the wellspring
of vision,"[11] They state that intuition is the product of Knowledge

10




and experience: the

retlectians o+ our fundamental

leader ¢ trames of reference.

"““'isions are

beliets and assumpticns about human

nature, technology, economizs, science, politics, arts, and
ethic-c=,"[12] This cseems to indicate that they believe wizion 1 the
product ot a1 complex cognitive process that constrders the entire broad

array ot a ieader s knowledge,
experiences.,

The noted author on

On Leadership,

envisioniIng process

O+ the popularly expressed requirements +tor
ts that

ane o+ the most commorn

can mean a wariety of things:
longer—-term; that
larger context; that they can
possible future that

actually discern,
present,

In his article,

presents a wiew of vision that counters the

the popular authors.

preocccupation with internal
tradi tional

relationships between

leadership)

leadership must attend primarily to the external

possible future situations. To do

must be intellectually equipped to

and to translate these images into

action.,"[14] These leader actions

values,

leadership,

also recognizes the

they see where their system fits
litts and moves people: or
in the clutter and contusion o+ the
the elements that determine what

"Futures-Creative Leadership,"

Me criticizes current

and present concernsc.

leader roles that focus on organizational

are not sufficient at the senior

inetinctz, i1nturtions., anag

John W. Gardner, in hiz %90 bocok

intellectual complexity ot the

in his broad detinitian.

leadership,
leaders have wisian, which
that they think

in a
describe the outlines of a
that they
1s to come.[123]
Bert MNanus

internally focucsed wiesw of
leadership +or
He warns that

Qoal setting and

leaders and followers (direct or personal

leadership levels. Top

environment and to

this Nanus asserts that leaders

“form mental images of the future
reality through teadership and

involve processes: the dynamics

within organizations and between organizations and the external

11




envirgnments and structure: the necessary organtzational design +or

SUCCe

1]

s :n the enuwisioned tuture enuvircnment. Manusz argques that
leaderz muzt understand the past and the prezent ‘frames aof retercsnce;

Inocrder to take actrons that will create or zhape the desired futur

D g

Marnuszs alzo co-—authored with Warren Bennis a book ent)itled

—
L
w
[y
R d
35
m

Lo
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i

trategies for Taking Charge, one o+f the most readabl

v

and lagical treatments of leadership wision. They studied the leag

i}

behawviors of ninety of the most effective, successful sernior leader

mi

in the rnation, sixty from corporations and thirty +rom the publ:ic
sector. They obseruved that successtful chief executives are concerned
with vision, with determining a desired ftuture state +or their
organizatirons., The vision must be compelling and communicated to the
organization. This tnspirtng and empowering vision is 1mperative to
the "management of attention" inm organizations: it creates goals and
boundaries 1n which the productive energies and creativity ot
zubordinates can work in alignment, on track, and in focus.[151 Ta
Bernnis and Nanus vision is a bridge, a leadership tool to take an
organitzation from the present to the future. To create thic uvision,

a leader must first have developed a mental image of a

possible and desired future state of the organization.

This image, which we will call a vision, may be as vague

A€ a dream or as precise as a goal or mission statement.
The critical point is that a vision articulates a view of

a realistic, credible, attractive future for the
organization, a condition that is better in some i1mportant
warys than what now exists.[18]

Thevy conclude their analysis of the leader’s intellectual

processes of visioning in Clausewitzian terms.

If there 15 a spark of genius in the leadership function

at all, it must lie in this transcending ab'lity, a Kind
of magic, to assemble - out of all the variety of images,
signals, forecasts and alternatives - a clearly

articulated vision of the future that is at once simptle,
eastly understood, cleariy desirable, and energizing.(17]

12




Warren Bennis sums his thoughte on vicsion when he wrote
sucCcecsstul

; "
vision or intention 1s simple, complete, and unified. It
contaimz within 1t all the nformation needed to be workable and to
de!li1ver qgoods It can be communicated and i1te exprecssian can take the
organization 1nto the unknown."{13]
_ ~11 thecrists seem to agree that 1t 1s 1mportant +cor zenior
leaders to create and communicate a vision.

- direction and

This wision must
tnepiration for the organization.,
ability to envision

prooy ) de
1 a compliex mental
values,

Most suggest
krnowledge,

that
and experiences,
As

the
process of synthesizing our
a resuylt of this

detined

vi1terature review,
as a product of the

strategic
conceptual

vision may be
strategic leader’s

intellectual and
capabilities which clearly and simply states what the
desired future can and should be.

It is based in the leader "z broad
and complex frames of reference which are formed by values, educatian,
and expertence. To have utility,
the

this vision
this

must be communicated to
organization to focus and empower subordinates as they work toward
intended future state, and it must be communicated externally
order to shape the environment
end state to be realized.

(g
in a manner that permits the decired
The close examination of the illustrative career of General
Lucius D. Clay, whose vision of 1945
will provide a model

is finally being realized today,
for testing this working definition.
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Lucius D, Clav-—

=N Extracrdinary FPublic Servantl %]

1R}
1
T
m

ident Franklin Fooszevelt ¢ aide Harr+» Hopkine once remarkec

that 1+ wa

A miracle that the United States, which had nealected ¢

m

mn

~rmy almost completels Im the ynterwar vyears, was bleszed vy th =0

large and 20 brailirant a group of World War [T melitary leaders, atble N
to deal with complex anmd unique praoblems that were as much poliotycsl
as military. rAmongy those career soldiers to whom Hopkins reterred +ew

1+ an» surpasced General Lucius D. Clav.[20]

Luctus Clay was born 1n 18%8 1n Georgia, the »youngest of =ix
children of the junior U.5. Senator from that state. The Clay +amilv
had tarmed, without stavez, the rocky +1elds o+ northern Georgla since
the 1850 <. Despite their humble origins the Clay s were ot
traditional southern artstocratic stock., Lucirus® great-great
grandfather had been the brother of Senator Henry Clay ot kentucky,
the Great Compromiser, who worked sO hard to avert the American Ciwii

War. #@After growing up on the farm during the Recomstruction, Clar

(O]

tather became a small town Jlawyer, a tierce Democrat, and a U.3z.
Senator who died when Lucius was tweive.

Lucius Clay experienced an early lite of transition, living
alternately 1n Washington and Marietta. While he was brietly a Tenate
page, he remembered Washington most for the Library ot Congress. ws
the »oungest he was virtually an only child and ¥#illed the hours alone
reading. Clay developed an early sense ot i1ndependence, an
ynquisitive mind, and a knack for self-development.

Clay entered the United States Military Academy in 19153, His
three vears there (his class graduated early because of World War I
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proved to be the last +ormal education he would recertve. He +ounc
academics 2asy but the petty rigmarale of cadet life almost
unbearakle. He finicshed first in his class 'n English and nictaor .,
twent.,-seuenth a¥ |37 cuvarall. He +ini1shed a cadet private, 123th :n
conduyct: tour more demerits and he would not kzue agraduated. wt

araduation, ne was commiszioned a second lieutenant of artiller, bt

in

was transterred 1nualuntariiy to the Corps of Engineers during b
three week graduation ltesave,

Clay ¢ first eleven vears as a lieutenant were lackluster. He
attended the equivalent of the basic course at the Enqineer 3School of
Applircation and spent the balance of his time as a past statt o+tirer
or instructor, including a tour with the new ROTC program at Auburn
and one as an instructor of civil engineering at West Point.,

In 1%2%, upon completion of the engineer advanced courze, the
last military school he would attend, he was assigned to 11th
Engineers 1n Panama. ODuring his two years there Clay did extensive
mapping and served as a company commander. This was Clay ¢ last
assignment to a tactical (or TOXE) unit and his last command until he
became CINCEUR 1n 1947,

He returned to the United States and became an assistant district
engineer 1n Pittsburgh, responsible tor the constructicon of lock and
dam number 2 on the Allegany River. Unlike the majority of soidiers
reclated 1n western forts or overseas, Clay saw firsthand and was
touched by depression conditions in Pittsburgh. Like many professicnal
soldiers, Llay +ollowed the election of Roosevelt 1n 1932 with great,
but detached, 1nterest (traditionally soldiers were publicly
apalitical and rarely voted).

In 1933, Clay' s career took a decisive shift when he was selected
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tor assignment to the rivers and harbors section of the Washingtaon

ct¥ice of the Lorpe ot EBngimsers. wfter +1+teen rears as a Jieuternarns
he waszs firalivy at the top o+ the seniority 113t and was promoted t3
CaAE YA, [m thiz poesrtraon ke coordinated 211 the Corpse waterwas
projectz which caused him to deal directly with Congress. He alzc
Fecame inwcived in the Corps of Engineer etforts in ful+iliment ot

several Mew beal programs during which he worked clicsels with zuch men

a

t

Harr» Hopkine. Indeed., during the tour wears he worked in

Q)

Washington, Clav grew to understand how the gQovermnment cperated. H

M’

develcped rapport and & superb reputation with the most influent)a)
cecple 1n government,

In 1937, Captain Clay departed Washington +or service 1n the
Fhillipines as a staf+ engineer on MachArthur < staf+. His primary
duties included assisting 'n the formation of the Phillipine Army
Lorps of Engineers and a substantial survey to determine the i1sland =
potentiral +or hydroelectric power., His most important accomplishment
ma» have bteen the close, social and professional relationshic he
developed with Eisenhower, MacArthur’s chief of stat+.

When the Denison, Texas Red River Dam proyect was approved b»
congress, Clay was recalled to be its chief engineer and project
otticer. This monumental task offered Clay the rare opportunity to
operate on his own. The Denison Dam was a massive undertaking and
Clay was up to the challenge of engineering the structure and
initiating the construction. It solidified his reputation as a
practical enqineer and manager. AS war raged in Eurcpe, this
reputation contribui.ed to his recail to Washington to head the
emergency airport construction program for the Civil Aeronautics
Administration 1n 1940,
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In his three vyear absence rrom Washington., Ciay had not +orgottern
how to get things done. While there were onlv 38 major airparts in

fAmer oz when he ztarted., he had 457 rnew or enlargement prcjects under

war an onaone months, oncluding airports on such strategic ol

DQ
e
u

0
W

2
~lazka, Miawss, and several other 1slandse ot the Facific that woula
play an amportant role in World War I, His biographer z=tated,
"OQfticrally, Clay became zecretary o+ the Rirport wApproval Board ang
azsistant to the Administrator of Civil meronautices. The board had
three memberzs [all cabinet membersl]l...But the board never met, and +or
practt+cal purposes Llav ran the program."[21]

When the Japanese attack on Pearl Harbor Jjolted the naticn nto
war, Llay was again eager for assignment with troops. [Instead, he wasz
ascsigned to lead a mizsion to Brazil and successtfully cecured
permissron for airport construction and use by military aircra+t
transiting to Eurcope, Upon return, he was inittially told he would get
his wish +or an overseas troop assignment az Stilwell = chiet enginesr
in China. ~As he wae preparing to depart General Marshall anncunced
the reorganization of the War Department and the creation of the
Servizces of supply. Clay became the Chief of Materiel within this new
Jirectorate that was r2sponsible +or all supply and services within
the army and atr forces. His rapid advance from captain 1n 1740 to
the voungest brigadier general in 1942 did little to ameliorate Clavy s
dreappointment with a wartime assignment in Washington.

~s Lhief of Materiel Clay supervised all War Department
praocurement for what would become an eight million man arm». He
estabiiched priorities, helped jump-start industry, allocated cscarce
resources, negotiated contracts, monitored production schedules,
initiated research and development programs, coordinated Lend-Lease,

1'7
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and disposed ot zurplus property — all without 3 nint of scandal, His
tirst %task had been to develop a coordinated program o+ procurement
tor a force of undetermined zize. with an unde+ined mMission.

It tocok all ot Clar s talents to manage the procurement of

materyel +or the army and 21 $0orcees. His mission was to "4vmd -yt

whast the FArm. fneesdsz and

et +t." [(22)] PBecause trhe size, ztructure,

1

and operational imperatives for these forces werse 28111 being
developed he had to order materiel ahead o+ farce structure decrisions,
He otten +ound himsel+ at odds with the War Production Eoard +ir=t
cver pricarities, later cver the extent <of crvilian control of
procurement, and lastly owver the schedule to reconvert 1ndustry to
ciwiliran consumer goods. Clay toresaw the need to insist on contract
renegotrat:on rights on all procurement programs and eventually won
that battle 1n the Supreme Ccourt when challenged by industryv. LClav
nad the unique ability to csee and to cause order out ot chaos.

Throughout the war General Marshall continued toc deny his
requests to Qo to war. As Secretary of the Treasury Morgenthau
ztated, "the most able feliow around this town i1e General Clayv."[23]
Clay had become

the linchpin of America’s military production. He was too

important...to allow the War Department to gratify his perconal

desire +or combat. Equalily important, Clay served as a valuable
lightning rod on Capitol Hill,..He could be relied upon...toc
protect that important flank while Stimson and Marshall got on
with fighting the war.[24]

Finally, after D-Day, Clay was sent to France at General
Eisenhower s request to replace General Lee as the chief of supplyr for
Supreme Headquarters Allied Expeditionary Forces (SHAEF:. When Clavr
arrived Eisenhower had had second thoughts about relieving Lee and

used Clay as a troubleshooter. SHAEF’s most pressing problem was
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getting suppliiez onto the contirnent. Ciay was put 1n charge ot ths

Normandy Base. Within darz he vastly increased the +1ow through

Ccherboury and rearganized the entire base of operations. Hiz re-t
task wizxz to azzessz the mater1el needs o+ the +arce, severe ammurni % Ir
shortages were projected and Clavy was sent to the Ztitezs to present
the +igures to MMarshall., While Clay was 1n Washington, the LDermans:

faunched the attack through the Ardennes, the mast scber ing IMpact o+

which was the realization that the war was perhaps tar +rom cuer,

Clay was naot allowed to return to the theater, despite E zenhower
protest, Inztead he was made the deputy +or the O+tt+ti1ce ot Liar
Mobilization whizch 1ncluded the War Production Bocard and controlied
all imduetrial production during the war,

~roguably, Clar had become the third most powertul man 1n the wisr

on the home+ront, Clar bcss was the Director of War Meobiltization

[1g}

tormer Senator and Supreme LCourt Justice, James F. Byrnes, who had

1]

teen dubbted “"FDR ¢ assistant president on the hometront."[2T] =
powers had just been 1ncreased as Longress gave his otfice the
statutory authority for the reconversion cof i1ndustry as well. Evrnesz
had enormous contidence 1n Clay and le+t him 1n charge without
detairled itnstructions during his long absences from Washington +for
activities such as the rvalta conference. In this capacity Clay t+taced
numerous tough i1ssues, some of which pitted him, as a presidential
appointee, against the position held by the War Department. For
example, he opposed the national service legislation, a b1l strongl.
¥avored by the Secretary of War, that would have provided +or dratting
men 1nto a variety of critical defense i1ndustries. Examples o+ the
broad reaching powers he exercised were his 1nstructions which cauzed
the closing of racetracks and the midnight closing of all nmightclubs
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az si1gnalsz to tne people ot mmer1ca that rat i oning and the critizal

~I ermany = tate seemed Certain an the ear!s spraing o+ 1745,

Fooze o' r 2nd his aduisors Qi zzuzszed how Germany zhould be governed
Juring the SCcZupat)an, [rndeed, there had been much discussion, and
signitrCcant 3o z2i0on, between repregentavives ot State, War., and
Treasurv about the policy o govern the accupation. JI3 direct e

1Js? was the compromice sclution, ~tter several ciuirlians wers
conszidered +or the positiron Roosevelt decided to kKeep the occupat:aon
rromi bl tary hands, reporting through the War Department. Eisenncuwer
asked tor Clar tD becoms his deputy tor military government;

Rococzevelt appraoved. Clar s selection retlected his reputation a=s a

ot tically sensitive general who was on intimate termz with all the
tiguresz 1n the Roosevelt administration. He had legendary
organizational ability, and as John kenneth Lalbraith stated, Clza» was

"ore of the most ski1il+ul politicirans ever to wear the uniform o+ the

UJriorted statezs mrmy . " (28]

The mmer i can press reacted with great support when Roosewelt
announced that Clavy would be 1n charge of the military Qovernment o+
sermany. s Clav had been tough on the home+ront, many assumed he
would rule with an 1ron f1st and put the Germans 1n their place. The

Nashington Post, which had o+ten criticized Clay +or his insistence

that civilyan consumption be curtailed, said that "General Clar s
exceedingly bigh abilities are better suited to the German situation
than cur own. That task calls for authoritarranism.”[27] The New

rork Herald Tribune wrote that "1 i4e will be hard for the German

citizen ... but things may be a little easier for the mmerican.”"(22]
Clar faced an enuvironment 1n Europe was unprecedented 1n 1ts

20




Complecste, MO Satiztactor. myltary Qovernment =trucZture or Itave
exitzted to handle the multrtude of non-mylitary functicons +or whoon
L= tas rezponziole. Thers waz little written Quidance on how oascmar .
wixE o toote gooerned,  Dermany was o an total chac: with millianz o-

Jrzpizced p2aple and csvere thortages ot housing, clothing, and +373.
ctualogowernment i d not exist at any level,  Unlike Mackr thor ., k-

tecame sole ruler an Japan, Clavy had the additionsl challengeszs thar

M
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Linder the quadripartite rule shaped dur:rg

wartime canterences, Clav was responsible $or only the U.3. zare and

(4]

had to cocordinate all actirons with the British, Sovietz, arnd Frerch.

Claxr tirst challenge was trpical of most that he would +ace . n

u

itz tour wearse in Europe: he had to +ight with elements o+ hiz owun
Fovernment 0 order to implement 1pnovative solutions to complicated

probiems. While the U.3., mrmv had some experience 1n operating

o
m

military gouernments 1n the Phillipines, Fuerto Rico, and CLuba, 1w
bacsically unprepared for the scope ot the requirements for lang-term
oCcupation in post-war Europe. Clay insisted on establishing miltar.
government as a separate organization, autonomouz from the tactical
command., Roosevelt had decided to leave the occupaticon in the hands
o+ the War Department, not State. Clar understood that this was
promarity due to the military s unique abilities 1n the face of the

al

n

aster that was Europe, anu iie absclute requirement for unmity o+
#¥ftort under the theater commander, Eisenhower. He also understood
that the occupation was primarily & political, not a mititary, matter.
He convinced Gerneral Eisenhower to make him a deputy for military
government reporting only to him and with freedom to commuricate with
the Secretary of War. This upset Ike’s Chief of Staf+, LTG Bedell
Smith, who thought Clay should have merely beern the SHAEF G-S5. LTG
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Smi th became the deputy +or military matters, Clay had to continual ',
Battle with the tactical s=tatf to properly operate *he occupat!on
gcuernment unt)! he became CIMIEUF 1n 1747,

i ay called upon numerous mer +rom Qutsi1de the protecs)ional

military wWho were gerwving tn the APMY or in government during Worid

tyan., They came +rom =zcademia, ndustr.,

W

War Il to buiid his organiz

W

Wall Street, and cther parte o+ the govermment, In the tour yvear
that +oliowed, ther had to handle a wide range o+ non-military t3swka:
land retorm. currencr reform, war crimes trials, reburlding Germany =
agricuiture and industry, reestablishing the education =rstem,
denaz:i+ication, war reparations, and much more. Their crowning task

wa

(U}

the establtichment of a democratic German government,

Clav s charter for governing German» was JCS Directive 1087, &
harsh, punitive set of instructions. Clay tried to have 1t changed,
but the mood of the American people and politicirans was one of
retribution, The best he could get was Secretary Stimson s advice to
rct interpret 1t too rigidiy or narrowly. Clav assumed a substantial
amount ot flexibility and autonomy 1n accomplishing hts missic-.

His frustrations i1n qoverning the U.S. zone were agqgravated by
the lack of agreement and cooperation between the Allies. Common
policies were to be applied to all Germans under the quadripartite
system, but 1n the absence of agreement each zonal governor had
complete authority in his zone. Clay worked hard to maintain the +our
power rule as a means of keeping Germany united. Generally, he and
his British counterpart were able to agree or to compromise. The
Soviets were 1nitially cooperative and their demands were reasonable
considering the terrible costs they had suffered at the hands c¥ the

Germans '1n the war. The French were less than cooperative and
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actively sought to have Germany striped o+ irdustry and terr(tor ..

l1irez yn a pro-French, pro-Britrsh

0

The Frenmch +ound their greatest
.S, State CLepartment. While Clav and his State Department sduisor,
Fobert Murphv, oot along well, the career dipiomate at the State
Cepartment seemed to make Clavy's job more di+tficult., &2 the French,
and eventualls» the Soviets, became obtruzivwe to the process of
governing Germany ats a single unitt, Clay forged an agreement to merge
the British and U.5. zones 1nto & bizonal arrangement.

Zlay was conuvinced that a strongly democratic Germany must be
created 1n strategic central Europe. His view was not widely shared.
The French wanted to separate the Ruhr and the Rhineland from Germanvy
and to annex Saarland. The Soviets began establishing communizst
governments in Foland, Czechoslovwakia, and in their zone of Germany.
Relations between the western alliez and the USSFE began to seriously
deteriorate throughout 1946-47 and reached its nadir in 1948 as Clav
initrated currency reform tn the three western zones and allied
sectors of Berlin., This precipitated the Berlin Blockade.

While most Washington ofticials thought that Berlin had ta be
surrendered to the Soviets as untenable, Clay saw the Soviet move as
power politics that could be dealt with short of war. He was
convinced that 1+ western allies gave up Berlin, our efforts to
maintain a free, democratic Germany, and Eurcpe, would be dealt a
severe blow., He initiated the Berlin airlift on his own order and
reassured President Truman that Berlin could be supplied indefinitelx
Qiven the aircraft, His strong request for permission to force the
land route to Berlin was supported by the allies but not by
Washington., Newertheless, the airlift became the symbol ot American
commi tment to the security and freedom of all of Europe. It was
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Llar s conviction that 1+ the (.3, had backed down from the Souiete
the Marzhall Fian would not have become & reality and MNaTO would e cer

have pbeern +ormed.(29]

~s Berlin gzivanized the wesztern allies, Clar was able to pres

o

the 1szue of eztabliching a West German state, He preszided cwer th
tormulation o+ the German Basic Law. 0On May 12, 1747, two signi+icant
events transpired. The Soviets 1 1fted the blockade arnd the Easic Leaw
was accepted by the western allies. The establishment o+ the Feder x|
kepublic of Germany was his crowning achievement. In that same mornth,
at the height of his success, Gemeral Clay retired from active
milirtary cervice,

tfter the hero' s welcome home, the employment offers roclled i1n.
Clay absclutely retused to workK for any company with government
contracts. He started working for a small paper company i1n North
Carolina but resigned when i1t was purchased by 0Olin Corporation, &
major defense contractor. Soon, he accepted the position ot Chiet
Executive Officer for Continental Can Company. In the eleven vearsz he
spent with the company it grew into a market-leading, diversified,
Billion-dollar business.

Clar remained a public servant in private life. During the
korean Llar President Truman asked Clay to oversee the newl» formed
Detense Production Agency. He was a major force behind the Crusade
tor Freedom and the establishment of Radio Free Europe and Radio
Liberty. He organized New York’'s Civil Defense efforts at the regquest
ot Governor Dewey. He was instrumental in getting Eisenhower to
resign from the Army so that he could run for President 1n 1952, Clay
worked the entire camparan for Eisenhower. At+ter the election he was
a centrat figure 1n picking the new cabinet. At President
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Eizenhower s request he led the effort to dezign the Interstate

Highway Svztem and used hts intluence to cet the ltegrslation throuah

_ongress, [ 301

YR

In 17&1, Berlin was back 1n the news: the Berlin Wall was

zpec al

i
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d. FPresident Kernnedy asked Clas» to go to Berlin as hy

ary» with the rank of ambasszador. Clav s presence there had a

i
3
u
n

calming eftect on the Germans and provided Kermnedy with an intrepid
agvizor. Clay urged Kennedy to reintorce the garrison 1n Berlin, and
a task force was dispatched by autobahn through East German» to the
beleagured cirty., Clar's most talked about action during his nine
monthe 1n the walled city was his ordering tanke to Checkpoint Lharle
when the East Germany guards had unlawfully stopped an “merican
officiral. Cla» knew the Socviets were attempting to portray the Berliin

Wall as an East German 1nitiative, The Soviets responded by

positioning tankKs acrose the checkpoint from the American tanks. Llavr

had punctured the mvth o+ East German sovereignty over East Berlin.
Clar le+t Berlin in May 1962, as the immediate crisis had pacssed and
the U.S, comm:tment was recontirmed.

Clay resigned from Continental Can in 1282, From 1763 toc 19732 he
was the zenior partner in Lehman Brothers, a Wall Street +irm., He
continued to perform myriad public service jobs and stared active n
the Republican National Committee. He was the consummate fund raiser
having raised over $750 million dollars for various charitties and

worthy organizations.
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Clay as a Strateqic Leader

ol

This brie+ resume cannot do Justice to a leader who spent 1
years as a soldier, who was an adviscor to three Fresidents, who served
tor 23 vears at the highest levels ot business, and who 15 called the
t+ather o+ the Federal Republic o+ Germanvy., It does, however, amplvy
underscore the assertion that he was a strategic leader.

O Pam &S00-80 states that strategic leaders must be able to

cr

T

ate, establish, and build orQanizaticons 1n order to reduce chaos
and complexitv., fLlay did so from a standing start first as Chiet ot
Materiel, Army Service Forces, then as the Deputy for Mil,tarv
Government, and again as the first CINCEUR.

In 2zach of these assignments Clay operated 1n an environment oOf
near total chaos. The old organizations were i1nadequate far the
compiexity of the tasks at hand. Each position required Clay to
undercstand the other complex organizations that mpacted on his and to
construct relationships that would be productive. rs Chief of
Matertel he had to not only anticipate the needs ot a »et—to-be-sized
or modernized Army and Air Force, but he also had to understand the
Congress, i1ndustry, the competing demands of other services., and the
needs ot nations ¥rom China to Europe who participated in Lend-Lease.

s Chiet of the Military Government and as CINCEUR, Clay had to
be able to coordinate the objectives and operations of his own
crganization with the allies, with the State and War Departments., witn
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the requirements ot the tactical +orces, and the with the LGermans. He
had to operate 1n the realm ot diplomacy, Jovernment, nat)an-buriding,

labor, commerce, agriculture, education. 1ndustry, law, +inance, &z

well a2z milytary,

His enormous achievements clzarly mark him as a model strategic
leader, [+ wision 1= vital for success at this level, an examination
of Clar s wieion during his four vears 1n Germany mar assist in
understanding this desired strategic leadership competencs.

Llar s YMision for Germany

Wher General Clay left Washington to run the military Qovernment

he had no vwision, no stat+, and no 1nstructions. Over the +irst few

months 1n Europe Clary received JCS directive 1087, assessed the
si1tuation 1n Germanv, recruilted needed statf, and begarn to shape his
organization,.

The impact of the terrible destruction of Germany and the needs
ot the German people along with the often conflicting views o+ the
allies over governing Germany probably sped the crystallization of

Clavy s viston. While Clay never specifically recorded a vision, he

cleariy had one and transmitted it to his organization and to atll
those who had an impact on its realization. This vision can be
distilled #rom interviews with his biographer, from a series of
lectures given by Clay after his retirement from military service,

collected in a book entitled Germany and the Fight for Freedom, and

trom his papers including his book, Dectsion i1n Germany.

Concisely, Clar’s vision was that Germany should be shaped 1nto a
democratic nation-state and accepted back into the family ot nations
as soon as possible, and that its people should be atforded the
opportunity for a decent life and self-governance. He saw that 1t was
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imperative for the ftree world and for the long term secur.tv and
prosper ity of Eurcpe that a democratic German state must +:11 fthe o g
In central Europe.

Th

wi1sion was a product of Clar e values, knowledge, and
zxperiences. His brographer, Jean E. Smith, wrote

Dealing with an occupied country» required & kKeen <Se

histors, It demarded an acute awareness of the needs,

aspirations, and the desires of a conguered people. Claw

more than provided the political sensitivity FDOR and

Stimeon had been looking for 1n Germany. He combined it

with an obstinacy thzt was remarkKably unattected b

pressure from the State and War departments to ftake

actions that he believed would be detrimental to long-term

American interests. In that respect Clay in Germany and

MacFAarthur 1n Japan were similar. Both had encormous

contidence 1n the correctness of their own on-the-spot

judgment and would not tolerate second-qguessing by distant

headquarters.[ 311

Clay had grown up tn Georgia during the attermath o+
Reconstruction and was undoubtedly compelled not to create the deep
and longlasting resentment in Germany that American southerners telt
about occupation policies. He fought to govern Germany with firmnecs.,
tairness, and compassion. While he pursued de-nazification and war
crimes trials, he also protected the art treasures and patent rights
of the German people and avoided the imposition of unfair reparations.

He had been moved by the poverty in America during the OLreat
Cepression. He knew that the American people had been relatively
untouched by the horrors of Nazi war crimes and the destruction ot war
and would not favor a cruel occupation. He believed that mmericans
were not a vindictive people. This compelled Ciar to endeavor to
feed, cloth, and house the German people and the masses ot displaced

percons in his zone. To get them back on their feet, he had to

instill 'n them a sense of hope for the tuture.
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He certainlv understood that German~» dominated central Europs
geographically. It was sz1tuated between the potentrally ambiticuse,
certainly vindictive, communist USSR and the physically and morallys
weakened western European demccraciee of France, Britain, and the
cenelux., He knew that militarry Qovernment was temporary and that when
1t ended, 1+ a demccratic state had not been created 1n Germany, then

a communist or +ascist one would once more arise.,

He urnderstood that the seeds o+ World War Il were zown at tre

Treaty of Yersaililes which weakened Germany by fragmenting the German
natian. He was driven to maintain a German state that represented to
the +uliest extent possible the German nation,. Further, he understood

that to care for 1tesel+ and eventually take 1ts place 'n the +amily of
nations, Germany must be allowed to have industry, commerce, and
agricul ture as a free market economy might dictate.

While noble, this vision was certainly not shared initially by
marvy significant others with whom Clay had to work. From the allies
who had sutfered directly trom the Nazi actions to the American pecple
who had been rallied to destroy the "evil Hun", the mood was clearly
pun)tive. Germany was to be occupied, punished for 1ts sins and
aqgression, and never allowed to gain such power again. Clar reported
that he had to deal with

a tremendous amount of understandable bitterness and

hatred that failed to, or wouldn't, recognize that you

couldn‘t have an empty void in the center of Europe, and

any efforts that you made to fill that void you knew rou

were going to be met with tremendous criticism and

resentment. Even Washington didn“t really know what 1t
wanted.[32]

Fortunately, as Clay’s vision developed he was in agreement wi th

[A]

everzl pzwerful personalities such as his boss General Eisenhower and
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secretary ot State Byrne=z.

Clay had to work hard to inspire others within hi1s organization

to underztand his direction angd vwicsion for Germany. Clay stated eari -
an that o r was Rz osob to "run Germany not run 1 tL"0331) He +ound
that "one of the hardest thingcs vou have to tace 1n an occupation

sttuation: vour own statf are zealots... for reforms that qQo +ar
beyond anvthing that s ever been done tn wour ocwn countrv."'[341 Faor
example, after reestablishing the German press, Clay was the subject
ot a crrtical article. His 1ntormation bureau curtailed that 13zue ot
the newspaper. Clay revoked his statf's directive becauce the agreater
rssue to him was demonstrating bry example what +t+reedom ot the prezs
meant.

AS the tensions between the U.S.-led West block and the
Soviet-dominated East block grew into reality 1n places likKe Turkewv
and Greece, the chances ot realizing Clay's carefully craftted vision
for a unified, democratic Germany also faded. Soviet cooperation n
the quadripartite control council began to wane, eventually driving
the French into the U,S5.-British camp. #As the western allies
proceeded with political, economic, and financial reforms and included
Germany in the Marshall Plan the Soviets resorted to contfrontation.

Clar“s unilateral initiation of the Berlin airlift as the Soviets
closed the border is probably his ultimate act to fulfill his vision.
It convinced Germany and Europe that the United States was committed
tc their security. 1t bolstered tottering governments 1n France and
[taly that were under heavy pressure from strong tnternal communist
parties. It also terminated in all but name the quadripartite control
tor all but the city of Berlin. Without the commitment the airti+t
represented it is doubtful that the German Basic Law would have been
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enacted or that N~T0 wesld have come 1nto being.
While Clay spent muchn time building, shaping and guirding hrs

arganization to govern Germanv, as a =ztrategic leader he zpent the

majority of his ftame and effort shaping the external environment +o
prevent the destruction ot the future he envisioned. Uwer the coursze
9f his four vearsz 1n Germany, he rescianed, or threatered to, elzuen

times as policies and decizsions were made or proposed by others that
put his wizion at risk., ©Clav did not foresee what would happer: he
was not a mvetic. He did envision what could and should happen; he
caw the possible futures and fought to keep an track toward the becst
c¥ those possibilitiese. Unlike the wision described in popular
literature, Clay's vision did not primarily focus internally on his
organization: 1t looked externally on the broader, mcre +undamerntal
mission to rechape and rebuild Germany, providing his organization,
the WS government, and the entire coalition both direction and
inspiration.

Developing the Capacity to have Vision

A Key guestion of this study is how one develops the ability or
mental capacity to perform the tasks of strategic leadership,
especially the capability for strateqic vision.

some will argue that leaders are born and rot made; that ther
start life with an amount of intellectual potential that i1s the
primary determinate of how intellectually capable they become. «That
Clay was a descendant of Senator Henry Clay, the son of a US senator,
and tather of two sons, both general officers, make this position
tempting 1n Clay’s case. No causal inference can be drawn, however,
trom this data alone.)

Others argue that leaders are made or developed and that




development s the result of expertences including wark, training, snd
education.,

[n research sponsored by the Army Research Institute for the
ccratez concluded

Behaviorz) Sciences., Dr. Cwen Jacobs and his as

w

T.
that leaders develop across bands or modes., This theory represernts a
combination of the “i1nbred" and "developmental" =zchools. It

recognizes development within a range determined by the individual

w

patential, Development cccurs as leaders acquire frames o+ reference
that are increasingly broad and complex. Their research indrcatss
that dewvelopment ot strategic leaders was enhanced by certain trpes of
experiences., In addition to education and work in units, they cited
instructor duty amd “"+ull stretch” ass:gnmentzs as Kew. Full stretch
assi1gnments are those especially challenging Jobs which cause one to
work at full potential. They can entail duties that normally call +far
arn otficer of higher grade and level of anticipated cognitive
complexity or involve working in new and complex enviromments, perhaps
zerving directly for a strateqic leader. Through these stretching
assignments one’s ftrames of reference or mental maps develop at an
accelerated pace.[35]

The Development of General Clay

Clav's career path was unique for his dar and would be viewed as
totally non-standard in today’ s Army, even considering the
non—-traditional careers of such notables as Alexander Haig, Max
Thurman, and Colin Powell.

Clay had 1limited formal education: three years at the United
States Military Academy. He oniy attended the equivalent of his
branch basic and advanced courses; this company grade schooling was
pro forma in Clay's case as he had instructed 1n both courses betore
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attending a2 a student. Une cannct imagine that the. were minad
stretching educatrcnal opportunities., Clar mar be the aonls, +our =*ar
gensral of this century Yo have never attended a staf+t or war coliege.,

Zlar 913 serve about seven rear an instruztor at his LDranch

11}

a

]

schaol, at muburn, and at West Point., While the old za+in that the

fn}

teacher learns more than the student may be true, these experienc

M
(11

tocuzed Clay on +amiliar subjects at the undergraduate arnd juniar
otficer leuvel., The degree to which these duties mar have e«panded hiz
trames ot reterence appear questionable.

Clavy's lack of time 1n troop units and lack of command
assignments are shocking by taoday' s stamdards. He only served twco
vears with troops during which time he had his only command, an
enqQineer company. Interestingly, Clay showed qreat apt)tude for cut:
with troops: his command etticiency report, written by a Colonel,
veteran of World War 1, stated that Clay was "~ born commander. O+
some three hundred or more company commanders I have kKnown, [ know
norne his supericr...l have never seen his better."[36]

What Clay did experience were full stretch assignments. From his
paosting to Washington in 1933 he began a series ot wvery demanding lobs
that stretched and expanded his frames of references. In Clavy-s
words,

[I"ve been very fortunate in that for many, many years [ ve

had responsibilities of substantial magnitude. When I was

a lieutenant in the Chief of Engineers’ office on the

Rivers and Harbors desk, we were dealing with $400-500

million a year. And while [ had none of the leqgal

responsibility, I had much of the actual responsibility.

I have really never worked for anybody that didnt let me
take all of the responsibility that I would take.[37]

Clay had numerous, challenging assignments as an enqgineer which
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Zavse hamoan araentation toward tuturistiT thiRkaong. Macp ng.,

conducting Ke3ro-electric survevs, desianing and tuilding lock:z arz
Jdams, an3 ztud..ong the Mpact of thesze waterwa, projects 231 were
mertxi’ . stimurating and Jdemanding activitiez., The Uenican Lam wiz =
Mmazzive wndertaking., besides the engineering, architectursi,
bogrztycx'y arn3 construction taske, Llar had to enuis i on Mumer oz

other azgects o+ this project rncluding the impact 2n the reqQicn, ¢

ecology, 1ts commerce and aqgriculture, and others.

buring his assignment to the Rivers and Harbors section he not

m
w

onl» had responcsibirlity +or project design, impact, and +imance, tut
he also experienced phenomenal expansion of his frames of refzrerce.
He learrned about politice, how the U.5. gcvernment amd 1te LonqQress
operated. He participated 1n Roocsevelt's vision to put smerica back
on 1ts +eet through his i1nvolvement with New Deal programs such as the
Ciwilian Conservation Corps. This political awareness was crucia!l tao

Clay when he waz framing his wision and then arducusly attempting tc

-r

t

O
i

pr ct +t. He had the knowledge and the experience to toggle ¢t

right switches 1n the executive and legislative branches of government
to Keep his vigion alive and accomplishable.

His work to expand America’s network of airports and to regotiate
with the government of Brazil continued his string of complex,
challenging, and developmental jobs. The stretching nature of his
demanding duties as the Chief of Materiel I1n World War Il have alreadv
been amply detailed.

Clav undoubtedly also grew from his exposure to other senior and
strategic leaders from many different sectors. His assignments n
Washington put him 1n contact with congressmen, general officers like

Marshall, and with other significant public servants 1i1ke Harry»
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Hopkirnz, Jdames orrnes, and Henr» Morgantnau, Llas rad Tt Lrow tO

underz%and how they thought and how thery acquired ard irnterpraetsad

rnformatian on arder to 3uccesstu'is wark with them on thear leoe
Hi12 zeruwice uynder tirsenhdwer and Mackr thur were = 1mlar i »
Jevejarmental.,

Lazti+, Clar cOntinued t2 deuelop +rames Ot retersnce 23
strategic leader., Hizs relative lack ot ex<perience wi th Eour apean
allirez ‘His work with Lend Lease was his only previous e«pozure -+ a7
sianiticance.’ was overcome guickly as he was immerzed ntco
quadripartite control of wermany. His ability to underztans the

varied positicons o+ the British, French, Soviets, and the overmar

themzsely

D
"

was critical to his vision and hi “OtecCt -

w
N
C
(a]
m
0
m
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_learly, Clay entered public 1i+e with 1mmence 'nteile
cotential az his standing at West Point attests., What he lTackea -
higher 2ducational opportunities he made up +or through

el f-development and through his expertences as an nstruZtor. Most

importantly, Clavr experienced a series ot demanding duties wh:oh
pushed his develcopment to the 1 imit., These +ull stretch assignments
maximized his arowth potential for fitteen vyears prior to his Decoming
a ztrategic leader. They appear to be the primary reason that vla-

was able to concoct, implement, and protect his rather controversial

vision as successfully as he did,




Part W

Implications for the U.S. &army

From this case study of a very successtul strategic leader

several |

Q)
(1]
1]
[u)
2
um

emerge that the wrmy <hould applv in 1 ts endeavaor to

in

encure that leaders with nececssary <ki1lils are availatble to meet the

1.

[ ()

needs of the wrmy and the nation, espectrally aft fthe strategic 1se
First, the review of Army leadership doctrine i1ndicates the ]ack

learlv articulated doctrinal framework, Incons i stencies n

() ()

3t & o
terminologyr and the unewen handling of the demands ot leadership &t
various lewvels .re but two examples which demonstrate that reurzian s
required. The DCSFER should establish a leadership doctrinal
framework with the publication of an appropriate regulation. That
regulation should recognize the three distinguishable levels ot

leaderchip i1dentified in this report as direct, senior, and strateg:ic.

)

The requlation should clearly define responsibilities for +urther
doctrinal work and research needed in this area. DA Pam o00-80
provides a good starting point for this leadership framework ,
especially given the well-reasoned critique by retired Lieutenant
General Ulimer which appeared in FParameters.

Second, recognizing that these three levels of leadership are
distinguishable because of the significantly difterent demands on
leaders, the DCSPER should review current policies and procedures tor
leader recruitment, development, assignment and evaluation. AN
important first step in this review should be an update ot the work
AR] has dore to describe the nature of work for leaders at each level.
A suggested thesis question for this review is "Do the Army s

3é




personnel policies and procedurss ensure that officers with the
highest patential for leadership are selected, retained, develzped and
avzilable for assignment across the +ull spectrum of the Army <
leagderzhip requirements™" FAn example concern was raised by an &rme
strategic leader during the Army War College Strategic Leaxderszship

Canterence 1n March, 1991. He acknowledged that the nature of work

was vastly ditterent as 21 otficer moves +rom lower levels, like
battalion command., to ewventually serve as a general at+rcers, ewen as
strategic leaders. He found 1t incongruent, then, that all octficers

0
~

yated on the zame efficiency report format. Can one JEF bes

are eval

measure potential for direct and for strateqic leadership?

1

Third, this research indicates that to accomplish tasks such a
envizioning, future strateqic leaders must have the potential +or
complex i1ntellectual activity., Researchers like T. UOwen Jacokbs and
Elliott Jagues report that the potential for this kKind of cognitiuve
work can be measured and predicted in young adults. They have used an
inctrument called the Career Path Appreciation (CPA)Y to measure what
ther call cognitive complexity.[38] The DCSPER should give serious
concsideration to the use of this or other tools to assist in
identification of potential senior and strategic lteaders as early as
the advarced course with follow-up at staff and senior service
colleges. These instruments could be used as part of the process to
select officers to attend the School of Advanced Military Studies at
Fort Leavenworth. Subsequent assignments for officers i1dentified as
having extremely high potential for success as strategic leadership
levels could be tailored and managed to provide the full stretch
experiences that research and the Clay study indicate are critical.

Fourth, Clay's example seems to suggest that experience 1s far
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more impor tant than educaticon, This mary be true onl» tor those like
Clay who are selt-developersz with exceptional intellectual talent, I
doez ceem cbvicous that properiy designed educaticonal programs can be
stretchingy experiences, too, The methods employed by sach stat+ znd
senior zerwvice college should be reviewed to ensure that ther are
designed to accomplosh that objective, For example, one could
challenge the methods currently used at the Army War College as oDezt
to stretch colonels 1ntellectually for future work as strategia
leaders. The War College experience should entail less analrsiz zana
more integration and swynthesis. It should include rndividual and
agroup study proygecte that require students to deal with unanswerable
questions, to transform chaos into order, and to strive to make the
complex relatively simple. The War College regime should cause
students to ezperience the type of inteilectual activities that are
demanded of =trategic leaders.

Fifth, this research indicates that strateqgic leaders must be
creative and innovative. Fotential strategic leaders like Clary do not
alwars shine as lieutenants because young officers serve In an
environment cof conformity, rules, norms, requlations, and tradrtions.
Clay was referred to as "bolshevistic" in an early efficiency report,
a comment the likes of which would end a lieutenant' s career today.
Clay and others of the inter-war era survived their lieutenancy
because the promotion system was based on seniority not performance.
Today's exceptional, and creatively inclined, junior ofticer may be
el iminated for the type of unexceptional performance that Clay
rendered 1n his +irst ten years of service. Increasing the
sensitivity and awareness of the officer corps to this situation could
be accomplished through the earlier use of instruments 1ike the Merer
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Briggs Trpe Inarcator,

Tl

S th, bRy

studr ot General Clav clearly suggests that officers
who experitence non—-standard career patterns may» szt 1l develop 1nta

troat

leaa Zlar was a master o+ the bureaucratic process and

O

W

ol

D

r

in

a superb administrator, but he never had an ocpportunity to demonstrate
tactical or wartighting prowess. With the current emphasis on the
warriror ethic, he might be passed over 1n today' ¢ &rmy. Critical to

[

Llay = development were the series of demanding, full stretch

ssigrnments, It 1s interesting to note that while the Army usez the

Q

"best qualified to meet the needs of the Army" methaod of selecting
otficers for schoole, promotions, and commands, it does recognize that
szome who are best qualitied to serve at the next level may not have
tollowed 3 standard career path. In his 1%?0 instructions to the
colonel selection board Secretary of the Army Stone gave the board a
special charge not to "torget the rare and exceptional officer who mavy
not “+it the mold' ... but whose talents and contributions mark him or
her for tuture service... for the good of the Army."[3%] The
Zecretary’s charge to boards is prudent, but it needs more emphasic.
The DCSPER should track the success of boards in meeting this
qutidance.

Seventh, this study demonstrates that strategic leaders must
understand the political realm. Clay i1s a pertect example of the
apolitical soldier who was nonetheless politically savuy. Like Clay,
strateqgic leaders must be able to interact with and successtully
influence national political leaders. They must not only know the
players and how they think but also understand the processes and
resultant products. War is fundamentally a political act, thus, the

Army must ensure that its future strategic leaders have the
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preparatory assignments that will make them politically emart and

capablie. As Colonel A, J. Bacevich wrote 1n the [ecember 1770
Parameters, the "exclusion of soldiers from politices does not
guarantes peace., [t only guaranteszs that thocse who command armies n
wartime will be politically obtuse.”(40]

Erghth, the Clay mode! provides insights about strateqic vizian.
Hrs uision for post-war Germany provided his organization, the .=,

government, and the allies a clear but contentious prescription tor
action. His single greatest challenge, and achievement, was
preventing the actions of internal and external agents from destroving
the witality of hie noble vision. His ability to create and protect
hrs vicsion were products of his exceptional intellectual potential
which was developed over a lifetime of diverse, demanding assignments.
The DLCSPER should include strategic vision in the leadership doctrinal
framework that this study recommends. The Army War College should
continue to encouraqe research on this subject and include strateg:i=
vizgion 1n the agenda of future Strategic Leadership Conterences.
Lastly, the cstudy of unique leaders like General Clay enrich our
understanding of the topical issues of strategic leadership and
vision. Clay and probably others with non-standard careers have been
overlooked., Perhaps he appears to the warriors as the epitome of the
bureaucrat/administrator type who would manage not lead the Army.
That he 1s not studied among the "Great Captains" 1s understandable.
That he 1s not studied as a highly successful strategic leader is
unforturate and unwise. Frankly, his contributions were lasting,
monumental, visionary, and strateqic. I¥ the United States Army War
College is to be the Army‘s Center for Strateqgic Thought, perhaps
students should get less of Rommel and more of Clay.
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