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Dan Cathy, president and COO of Chick-fil-A, Inc., spends at
least one day each year working behind the counter of one of his
1,160 fast-food stores; furthermore, he has mandated that the com-
pany’s other 500 corporate employees do the same thing. Cathy
does it because it serves as a reminder to employees at headquar-
ters that they are there to serve their customers and, indirectly, the

company’s field staff—and not the other way around.’

“Pick the right man for the job.” George Marshall restructured the
army’s promotion system because he wanted to be able to put his
finger on the person he wanted. He understood that having the
right person at the right job was critical to the army’s success.
Kurt Swogger, head of research and development within a unit
of Dow Chemical, has a similar philosophy. When he started at
Dow back in the early 1990s, Swogger immediately began ask-
ing his employees a series of questions to determine if they were
in the right job. What he found startled him. In 1991, only 29
percent of his workforce was in the right job. By 1998, after
implementing a more sophisticated system (employing a model
based on the Myers-Briggs Type Indicator personality test),
Swogger increased that figure to 75 percent. By 2001, he had
increased it to 93 percent. During the same period, his team
reduced the time it took to launch a new product from between
six to fifteen years down to two to four years?® Like Marshall,
Swogger understood that if the right people were put in the
right job at the right time, the right results would follow.

“Let nothing stand in the way of procuring the leadership of the qual-
ity necessary.” Marshall did more than just say this, he acted on
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it. If he had to fire old friends, he did it. If he had to promote
junior officers over more senior officers, he did it. If he needed
to restructure the U.S. Army’s promotion system to get the right
people, he got it done. If he needed Congress to pass legislation
to give him the freedom to get the right people, he did it.
Nothing stood in his way.

Lee Iacocca successfully turned around Chrysler Corporation
in part because he had successfully tracked the careers of scores
of promising young executives while he was at Ford, and when
he was promoted to CEO of Chrysler he brought them over to
his new company. (Tacocca actually did have a “little black book”
in which he kept the names of quality employees.)

Larry Bossidy, former CEO of Honeywell captured this same
sentiment when he wrote, “At the end of the day, you bet on
people, not strategies,” and his track record suggests that he has
done exactly that. Former subordinates of Bossidy include the
following CEOs: Paul Norris (W. R. Grace), Dan Burnham
(Raytheon), Greg Summe (PerkinElmer), and Frederic Poses
(American Standard Companies).

Bill Weiss, one-time CEO of Ameritech (now part of SBC
Communications), is another example of a leader not afraid to
promote junior officers over more senior personnel. In his effort
to transform Ameritech in the mid-1990s, Weiss “skipped over
the most obvious choices and selected four people lower in the
organization.” He did so because in addition to being bright and
knowledgeable, they were “aggressive enough to take on unex-
pected challenges.”'°
If people are a company’s most important asset—as SO many

executives and managers like to say—it is vital that they act like
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it were true. This means that picking the right people is one job
that no leader can delegate.

“Give them the bare tree, let them supply the leaves.” This was George
Marshall’s philosophy regarding army officers. Once he had
selected an officer for a task, he trusted the individual to get the
job done. A modern example of an executive who follows this phi-
losophy is John Stollenwerk, the president, CEO, and owner of
Allen-Edmonds Shoe Corporation—one of the few remaining
shoe manufacturers in America. He has said that the key to his
success is finding talented people who share his “commitment to
quality” and then getting “out of the way” to let them do their job.

“Deliver me from the lazy thinker. . . give me someone who can and
will think for himself.” As noted earlier, Marshall loved individu-
als who demonstrated initiative and, even more important,
showed a flair for independent thinking. Larry Bossidy employs
a similar approach. In his book Execution: The Discipline of
Getting Things Done, he writes: “You’ve got to bring in some
other people once in a while to get fresh thoughts, or you’re

basically washing yourself in the same dishwasher.”!!

“[M]ake everybody else work like bell.” George Marshall lived by
this statement. Once he even declared, “I must have assistants
who will solve their own problems and tell me later what they
have done.” Many people have experienced the frustration of
being delegated a particular task by a manager only to have that
manager step in and take over the task before anyone has had a
chance to do anything. In addition to being an inefficient use of
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the manager’s time, the act also displays a fundamental lack of
trust. Both effects are harmful to the overall heath of the organ-
ization. Delegation is not a natural reaction for most people, but
effective managers understand it is essential and they work at

developing the skill.

The Way to Go
In 1952, the day after his protégé Dwight D. Eisenhower was
elected president, Marshall scribbled off a quick note congratu-
lating Eisenhower on his victory. He then concluded with this
parting advice: “I pray especially for you in the choice of those
near to you. That choice, more than anything else, will deter-
mine. . .the record of history. Make them meet your standard.”
Marshall spoke from experience. He understood that the men
and women he had selected, promoted, and supported through
his years as chief of staff, secretary of state, and secretary of
defense were the ones who wrote his history. And the fact that
Eisenhower, his one-time subordinate, went on to surpass him (at
least in the eyes of popular culture and modern history)
enhances—rather than diminishes—Marshall’s reputation as a
leader. He understood his primary job was to train, promote, and
support other leaders who could carry on and build upon his
legacy. More important, Marshall understood that the success of
the U.S. Army, and the nation, required that he do no less.
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FOCUSING ON
THE BIG PICTURE

The Principle of Vision

He was a statesman with a penetrating and commanding view of the

whole scene.
—Winston Churchill

He bad more mature judgment [and] could see further into the future.
—General Hap Amold

I never haggled with the president. I swallowed the little things so that

I could go to bat on the big ones.
—George C. Marshall



George Marshall’s first recollection as a child occurred when
he climbed up the ladder of the family barn in Uniontown,
Pennsylvania. As he came to a windowless opening “it seemed a
whole world exposed in an instant to my eye.” The scene is a fit-
ting visual metaphor for Marshall’s eighth leadership principle—
the principle of vision—because it accurately captures Marshall’s
lifelong ability to see the big picture. It was a skill that allowed
him to transcend his upbringing in a small frontier constabulary
at the beginning of the twenteth century—when the radio, auto-
mobile, or airplane were not even invented yet—and emerge into
a global statesman charged with administering vast responsibili-
ties on behalf of the most powerful country in the world.

Avoiding Trivia: A History of Focusing on the Big Picture
In August 1913, Marshall reported for his second tour of duty
in the Philippines. This time he was assigned to the Thirteenth
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Infantry at Fort McKinley. Still only a lieutenant, Marshall had
become frustrated with the lack of innovative and strategic
thinking in army training and tactics. One day, he made a bet
with another officer that the next senior officer to inspect his
company would find three minor errors—which he had pur-
posely built into the exercise—while missing three much more
serious errors that he had also included.

Marshall won the bet when the inspecting officer docu-
mented one soldier who had not shaven, another without a bay-
onet on his rifle, and a third with an unbuttoned uniform, while
missing every one of the more significant errors—including one
that exposed Marshall’s unit to unnecessary hostile fire. Even
more important than winning the bet, Marshall made his
point—the purpose of inspections was not to catch small prob-
lems, it was to better prepare troops for actual combat.

On the subject of planning for the massive Meuse-Argonne
offensive of World War I, Marshall once quipped that when
dealing with the allies, “It was [his] fixed policy to make every
concession” because it “usually resulted in settling the more
important matters to our advantage.” He expressed a similar
philosophy when he later had to deal with President Franklin
D. Roosevelt as chief of staff: “I never haggled with the presi-
dent. I swallowed the little things so that I could go to bat on
the big ones.”

In the summer of 1941, Marshall again demonstrated his
ability to keep an eye on the big picture as he struggled to con-
vince Congress to extend the service time limitation and keep
soldiers in the U.S. Army for an indefinite period. He accepted

a number of minor amendments to the bill in order win over a
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few opponents. Marshall realized the first objective was simply
to get Congress to pass the extension (which it did by a single
vote); then he could deal with modifying it later. As history
proved, Marshall took the right path. After the attack on Pearl
Harbor, America was indebted to Marshall’s ability “to swallow
the little things” because the draftees and National Guardsmen
were still in the army and able to mobilize for war quickly.
Marshall’s ability to focus on the big picture was best cap-
tured in a phrase he articulated to George Kennan. Marshall was
secretary of state and had just promoted Kennan to head up the
long-range planning staff in the State Department. His instruc-
tions to Kennan were short and succinct: “Avoid trivia.” It was
Marshall’s way of telling Kennan to focus on what was impor-
tant. Kennan responded by conceiving the basis of the contain-
ment strategy, which posited that the best way to prevent the
spread of communism was to actively resist it everywhere.

What Should Be Done?

In 1940, America was straining to prepare for war. After a par-
ticularly tough day in which he had to tell many people things
they didn’t necessarily want to hear, Marshall commented to
a colleague: “If I lose this job, perhaps I can get in a six-ball
juggling act.” The reference to a juggling act was not far-
fetched. At the time, Marshall was responsible for training and
reorganizing the army, keeping the president and Congress
informed of his activities, maintaining cordial relations with
the navy, and keeping an eye on developments in both the

Soviet Union and Japan.
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As was recounted in Chapter Five, Marshall called his staff
together and asked them “What should be done?” The first answer
was that the army needed to increase its buildup in order to
become better prepared. Beyond that, however, the strategic ques-
tions only became more significant. Who was the greater threat to
America—Germany or Japan? How should the needs of the
United States be balanced against the needs of its allies? And how
should assets be allocated between the army, navy, and air force?

The first question was the most important because it dictated
how the other questions would be answered. After close consul-
tation with his staff, Marshall came to the conclusion that
Germany represented the more dangerous threat, because if
Germany was allowed to defeat the Soviet Union and Great
Britain, it could consolidate its gains and add increased indus-
trial capacity to its war-fighting capability, and increase its abil-
ity to wage war against the United States.

The decision proved critical because it helped Marshall bal-
ance what Winston Churchill called “the hungry table”—an off-
hand reference to the number of nations clamoring for American
resources. The Soviet Union, Latin America, and China (in addi-
tion to Great Britain) were all demanding U.S. supplies. The
decision to focus on Germany meant often saying “no” to Latin
America and China and “yes” to Great Britain and the Soviet
Union. In short, the answer determined where America was
going to focus its efforts.

After determining the primary target, Marshall next focused on
who was going to defeat Germany. Marshall started with a strong
belief that Germany could only be defeated through a coordinat-
ed effort on behalf of all the allies. Therefore, before the United
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States even entered the war, he began to press for the concept of
unified command, stating that “[i]f we can make a plan for uni-
fied command now, it will solve nine-tenths of our troubles
[later].” No local commander, no matter how skilled or compe-
tent, Marshall believed, could comprehend the whole situation in
a given theater of war. Vital questions concerning the allocations
of resources needed to be under the purview of a single com-
mander. The problem, as Marshall was all too aware, was that
commanders often paid their first allegiance to their parochial
service—be it the army, navy, or air force. Slowly, over time,
Marshall wore down his opponents within the U.S. Army and the
Navy who were opposed to the idea by reminding them that the
costs of unified command were “much less than the hazards.”
The British remained his fiercest opponents, but he was finally
able to persuade them by demonstrating that he was so commit-
ted to the idea that he was even willing to select a British com-
mander, General Archibald Percival Wavell, to command the
first-ever unified command, the American-British-Dutch-
Australian (ABDA) forces in the southwest Pacific theater.

The concept later proved so successful that some historians
have claimed it was the second most strategic concept of war
(after the Germany-first strategy). It gave the Allied forces a
decided advantage over Germany, which lacked a similar policy
with Japan and Italy. Marshall claimed that Germany “always
planned on a split of the allies . . . [t]hey never for one moment
calculated that the allies could continue to conduct combined
operations with complete understanding and good faith.” And
Churchill later added, “Our greatest triumph [lay] in the fact that

»1

we achieved the impossible, Allied military unity of command.
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Having addressed the issue of “who,” Marshall next turned
his attention to the question of how Germany was going to be
defeated. As late as 1943, Great Britain continued to believe the
Nazis could be defeated through a combination of peripheral
attacks, air power, naval blockades, and propaganda. Marshall
insisted that while all were useful, it was only through a massive
and sustained land attack that America and her allies could pre-
vail. He said that “[i]t should be recognized as an almost invari-
able rule that only land armies finally win wars.”

It was a hard sell. As one commentator later said, Marshall was
“fighting the ghost of the Somme”—the battlefield where the
British lost 60,000 soldiers in a single day to German forces in the
First World War. Through eleven different conferences in 1942
and 1943, Marshall persevered. First, he convinced Roosevelt of the
necessity. As Forrest Pogue wrote, “Marshall was at the president’s
elbow” constantly reminding him of the need to attack Germany
head-on. And Marshall himself later said, “My job was to hold the
president down to what we were doing.” It was a difficult task
because his chief adversary was Winston Churchill, who had the
president’s ear and was constantly trying to redirect Allied mili-
tary power to areas that the United States considered peripheral.

Eventually, Marshall triumphed, and after the war he said, “I
doubt if I did anything better in the war than keep Churchill on
the main point.” Even Churchill said of Marshall’s efforts dur-
ing this period that he came to appreciate Marshall’s arguments
and his reasoning, stating that “he was a statesman with a pen-
etrating and commanding view of the whole scene.”

Answering this question then dictated which assets received

priority consideration and how those assets were to be allocated
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among the army, navy, and air corps. One of the more critical
examples of Marshall’s efforts to prioritize resources occurred
when he was able to convince Admiral Ernest King, chief of naval
operations, that the navy needed to devote more material effort
to the production of landing craft (which were required to carry
the army troops necessary to defeat the German army) at the
expense of battleships—which King and the U.S. Navy wanted
to wage war in the Pacific. After the war, Admiral Harold Stark
expressed his gratitude by saying, “I simply thank God for you
from the bottom of my heart. I don’t know how we could have
gotten along without you.” Tt was a tribute to Marshall’s ability
to get everyone to focus on the big picture.

Preventing “Localitis”

Marshall distinguished himself from his theater commanders—
most notably Dwight Eisenhower and Douglas MacArthur—in
his ability to think in global terms and prioritize resources. In
late 1942, the war in the Pacific—particularly in the area
around New Guinea and the Solomon Islands—was not going
well. In fact, the situation was so bleak that MacArthur at one
point declared that “the entire resources of the United States
be diverted temporarily to meet the critical situation.” It was a
classic case of what Marshall termed “localitis.” The term was
once defined by Marshall’s colleague, Hap Arnold, as “a disease
theater commanders contract. . . after they have been with their
new command for a short time.” More succinctly, Marshall
used the term to describe commanders who were unable to
place their local needs in the proper context of the overall war

effort. Invariably, each theater commander felt their theater was
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being overlooked in terms of its importance and the amount of
resources it was receiving.

In the case of MacArthur, the diagnosis fit nicely. He could not
comprehend how the situation in North Africa—and specifically
how it related to the strategic priority of defeating Germany—was
more pressing than his dire situation in the Pacific. It therefore fell
to Marshall to explain to MacArthur why the “entire resources” of
the nation couldn’t be temporarily diverted to his theater.

MacArthur, however, was far from alone in his demands on
military resources. Marshall had to inform the U.S. Navy and
Chinese leader Chiang Kai-shek why they would have to do with
less in their respective fights in the Pacific and in China. And in
early 1944, prior to D-Day, when Marshall feared Eisenhower
was listening too closely to his British colleagues—who were urg-
ing that the impending invasion be postponed in order to take
advantage of a new opportunity in the Mediterranean—Marshall
sent his protégé a gentle inquiry stating: “I merely wish to be cer-
tain that localitis is not developing.” Eisenhower understood the
message and refused to delay the D-Day invasion to pursue an
opportunity of limited advantage in an area of secondary impor-
tance. The job, as Marshall constantly reminded everyone, was
to win the war as quickly and efficiently as possible, and that
could only be done by focusing on strategic priorities.

The Great Decisions

In 1942, Leslie Groves, the officer appointed to oversee the
“Manhattan Project” (i.e., the atomic bomb project) came to
visit Marshall to request another $100 million for the project.
Marshall, after listening to Grove’s rationale, approved the

s
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request. As Groves departed the office, Marshall said, “It may
interest you to know what I was doing. I was writing a check for
three dollars and fifty-two cents for grass seed for my lawn.”

It is a small moment, in the middle of an average day for
Marshall, but the juxtaposition of the two responsibilities nicely
captures Marshall’s ability to focus on the mundane and the com-
plex. As Dean Acheson later said, Marshall had a “mastery of pre-
cise information” and the ability to apprehend “imponderables.”

Two historic decisions demonstrate his extraordinary skill in
this regard. The first centers on President Truman’s decision to
use the atomic bomb. Truman assumed office having no knowl-
edge of the weapon. And yet, within three months of learning of
its existence, he was told that it would work, and only weeks later
he made the decision to employ the bomb. It was a lot of infor-
mation to absorb in a short period of time, but there to help him
through the monumental task was George C. Marshall.

A number of factors weighed in Marshall’s advice to the
president. First, he had reviewed all of the alternatives.
Marshall rejected the air force’s belief that Japan could succumb
to conventional strategic bombing. He noted that the bombing
of Tokyo had killed more than 100,000 citizens and knew that
it had no material effect on dampening Japan’s resolve to wage
war. He also doubted the navy’s claim that Japan could be
brought to her knees through a naval blockade. Furthermore,
he was extremely sensitive to Japan’s penchant for fighting to
the death. In the battles for Iwo Jima and Okinawa, the United
States had suffered 26,000 and 75,000 casualties, respectively,
and Marshall understood that an assault on mainland Japan
would be substantially more difficult—and costly.
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Thus, when informed on July 16, 1945 that the first test
bomb had successfully detonated in the New Mexico desert,
Marshall counseled the new president to use it. After consider-
ing all of the scenarios, he concluded that the bomb had the best
potential to save American lives and win the war. Or, as he later
said, “[t]he bomb stopped the war. Therefore, it was justifiable.”

Such talk may seem uncharacteristically harsh today, but
Marshall had pondered the “imponderables” and rendered his
advice. In the final analysis, it is hard to imagine Marshall doing
anything else. He had two goals: one, win the war, and two, do
it as quickly and efficiently as possible. The bomb helped
advance both goals.

Marshall again demonstrated his ability to focus on all aspects
of an issue when proposing the Marshall Plan. It has been called
by some historians and political commentators “the greatest
decision in our history,” and while such a statement may sound
like hyperbole today, in 1947 Europe was teetering dangerously
close to collapse and the Soviet Union stood poised to rush into
the breach. To a fair degree, as Marshall said, the “survival of the
kind of world in which democracy, individual liberty, economic
stability, and peace can be maintained” rested on its success.

Because Marshall’s mind, as Dean Acheson said, did not work
merely along military lines, he was able to focus on finding the
most constructive solution to the problem—which, in this
instance, was an economic solution. Moreover, Marshall realized
that to be successful two things were essential. First, the initia-
tive could not be an American-led effort. It had to be led by the
participating European nations and, as such, they had to develop

their own unified list of priorities and action items. Second, the
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economic resources the United States committed could not be
used to meet short-term needs. The aid had to be devoted to
building up the industrial infrastructure of the war-torn nations.
And it was these two requirements that got the nations of
Europe to work together and concentrate their collective efforts
on creating the conditions that ultimately fostered long-term
growth, stability, and prosperity on the continent.

It is a tribute to Marshall’s ability to focus on what was really
important during the chaotic and critical days of 1947 that
allowed Europe to employ the tools to pursue this peaceful and

prosperous path.

Lessons: In His Own Words

“What do we think should be dome?” This was the question that
Marshall asked his staff before the beginning of World War II.
And it was on the basis of this question that he felt compelled
to begin educating President Roosevelt about the “true strate-
gic picture of what faced the United States.” By continuously
asking the question, Marshall was also able to achieve “unity of
command” and develop the “Germany first” approach—the two
most important strategic concepts of the war.

In a 2004 article for the Harvard Business Review, management
and leadership expert Peter Drucker reminded his readers that the
first question any executive must ask herself is: What needs to be
done? Drucker then went on to say executives must have the
courage to change direction if presented with new information.
The example Drucker cited was Marshall’s peer, President Harry

Truman. When Truman became president, he was primarily
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interested in issues of economic and social justice. America’s vic-
tory in the war, however, changed everything, and Truman under-
stood that it was his responsibility to focus his efforts and those
of the nation on issues of international peace and stability?

A business example can be found in the actions of Andy
Grove when he was CEO of Intel Corporation. In the 1970s,
Intel had a strong and growing business in the field of semicon-
ductors, especially memory chips. By the mid-1980s, Japanese
competition had pushed Intel to the brink of a crisis. Grove then
had a candid conversation with the company founder, Gordon
Moore, and they decided that given the strength of the new
competition, if they were to succeed as a company they had to
get out of their biggest business and begin anew in the field of
microprocessors. And that is exactly what they did.

The retail chain Toys “R” Us, offers a more recent example.
Throughout the 1980s and well into the 1990s, the retailer’s
strategy of providing a wide selection of high-quality toys at rea-
sonable prices proved very successful. Once Wal-Mart entered
the market, however, annual double-digit growth stopped for
Toys “R” Us. To its credit, the company has deemphasized the
sales of children’s toys and moved quickly into the baby supply
and equipment market. It is entirely possible—indeed, likely—
that Wal-Mart and others will also follow Toys “R” Us into this
market, but the aggressive approach has, at 2 minimum, bought
the company a few more years of high growth.

“Imerely wish to be certain that localitis is not developing and that pres-
sures on you have not warped your judgment.” This was Marshall’s
response to Eisenhower when he feared his protégé was being
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unduly influenced by those around him to pursue an alternative
that was not in the strategic interests of the United States.

Having served in the cabinet of Minnesota Governor Jesse
Ventura, I personally witnessed “localitis” on a number of occa-
sions. Commissioners of state agencies, especially if they are
newly appointed, are often forced to rely on the assistance and
advice of career civil servants when approaching the state legis-
lature for their annual funding. The civil servants—whose self-
interest lies in enlarging the size and influence of their own
department—frequently encourage and convince the new com-
missioners to request more than the governor (who has a respon-
sibility to the entire state) deems appropriate. Sadly, many
commissioners develop “localitis” and become advocates for only
their agency—with no regard to the overall strategic picture.

A good executive quickly puts an end to this silo-type think-
ing either by reminding people of the big picture or, if neces-
sary, relieving them of their jobs if they are unable to subvert
their agency’s parochial interests to the strategic goals of the

entire organization.

“We must not jeopardize our sound overall strategy to exploit local suc-
cess in a generally accepted secondary theater.” In 1943, the British
hoped to exploit Allied success in Italy by attacking the north-
ern Balkans. Marshall refused. He knew the quickest way to
defeat Germany was by attacking the Nazis head-on, and he was
not about to have troops, material, or equipment siphoned off
to gain a dubious advantage in a secondary theater of operation.

Jack Welch adhered to a similar philosophy while CEO of
GE. Shortly after assuming the top spot, he told the company
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divisions that they were either going to be first or second in their
respective fields—or GE was going to get out of the business.
By adhering to this strategy, Welch was able to increase GE’s
market capitalization by $450 billion in twenty years.

“Avoid trivia.” This was Marshall’s famous advice to George
Kennan when he asked him to outline a plan of action for deal-
ing with the Soviet Union in the early years of the Cold War. A
more mundane application of these two words occurred many
years earlier, in France in World War I. Marshall went to visit
some American soldiers who had been wounded in a surprise
raid. Upon entering the triage center he found a sergeant typ-
ing out lengthy reports on the condition of each soldier instead
of helping to treat them. “What the hell are you going to do if
you have a battle with a thousand casualties?” Marshall asked.
The sergeant put up some resistance, but Marshall ordered him
to drop the report and “get to work on these men.” He under-
stood that the work on the report was “trivia.”

Peter Drucker has a comparable saying: “First things first, sec-
ond things not at all.” The implied message is that executives can-
not afford to allow their subordinates or organizations to become
preoccupied with inconsequential matters. The job of leaders is
to first focus their own time, attention, and energy on the most
important aspect of the business, and then channel and redirect
the energy of the entire organization toward the same end.

“Face up to our vast responsibility.” Marshall offered this blunt
assessment to the American people when he proposed the
Marshall Plan. He knew the nation was tired after four years of
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fighting and most American’s desperately wanted to return to
their normal lives. He also understood the war’s victory had thrust
extraordinary new responsibility on the country. As a leader, it was
his job to make the public face up to those responsibilities.

Again, Peter Drucker acknowledges the same point when he
says that the first question any good leader asks is: “What is the
foremost need of the institution—and therefore my first task?”

In 1997, Xerox Corporation brought in Richard Thoman to
make changes. In his overzealousness, he attempted to make
two very significant changes at the same time. One required
consolidating the company’s ninety administrative centers; the
second called for switching the sales force’s emphasis from a
geographical focus to an industry focus. Both decisions were
important, but the consolidation of the centers needed to be
Thoman’s first priority because it would have immediately
reduced costs and improved efficiency. Attempting to do both
things simultaneously resulted in chaos, and Thoman was fired
in early 2000.

Now compare Thoman’s actions with those of Gordon
Bethune when he took over Continental Airlines in 1994 and it
was ranked dead last among the top-ten major airlines. By focus-
ing on on-time takeoffs and addressing customer complaints,
Bethune was able within one year to move up to first place in
the J. D. Power’s report of customer satisfaction. Then, after
achieving that goal, he was able to devote his attention to cre-
ating an incentive program for the aircrew and begin rebuilding
relationships with corporate customers and travel agents. In
short, Bethune didn't try to do everything his first year—he just

focused on the most important job.

197



198 SOLDIER, STATESMAN, PEACEMAKER

During the war—and contrary to the opinions of the navy as
well as most Americans who favored a Japan-first policy—
Marshall understood Germany had to be defeated first and
therefore resources had to be allocated accordingly. An attempt
to wage war against Germany and Japan by splitting the
resources equally would have likely prolonged the war and, quite

possibly, jeopardized success.

“Go home and think about it.” In 1948, an aide suggested to
Marshall that the United States might employ an atomic bomb
to resolve the Berlin blockade. Marshall asked the aide if he
would bomb Leningrad and the Hermitage—the famous
Russian museum—in the heart of the city. The aide conceded
he might spare the Hermitage. Marshall then said that if he were
serious, why was there even a question. He then told the aide to
“go home and think about it.” Marshall refused to accept the
allure of easy answers and always thought through the long-term

consequences of his decisions.

“It takes more skills and knowledge to cut red tape than any other par-
ticular endeavor I know in government.” Early in 1917, Marshall
became aware that soldiers preparing to go to war in Europe did
not have blankets, mattresses, and other essential supplies.
When he encountered a supply officer who challenged his
authority to ship in those supplies at great expense, Marshall
replied, “The cost was not going to mean so much to those men
freezing up there.” He then reminded the officer of the bad pub-
licity the army would receive if news of such poor treatment was

released to the public. Marshall refused to allow bureaucrats—
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who often had a narrow perspective on a problem—to stop him
from focusing on what was truly important.

The job of any manager, executive, or leader is to do the same
thing. And they must understand that while rules are put in place
for a variety of legitimate and worthwhile reasons, circumstances
vary and it is the leader’s job to see to it that overly bureaucratic
rules are not allowed to prevent activities or stifle initiatives that
are in the strategic interest of the organization.

Bruce Burlington, the former head of the Food and Drug
Administration’s Center for Devices and Radiological Health
(CDRH) unit, was responsible for the FDA’ approval of such
lifesaving medical devices as pacemakers. For years, Congress
flatlined his budget, which had the indirect affect of slowing the
approval process. Realizing that lives were at stake, Burlington
responded by directing that low-risk medical devices be dropped
from CDRH?s close scrutiny, thereby allowing more time and
attention to be directed toward the truly critical devices.’

“War in a democracy is no bed of roses.” This was Marshall’s
response when asked how he reacted to having to address polit-
ical issues when his primary job (at least during World War II)
was military in nature. In the fall of 1942 (when Marshall offered
this quote), he was forced to concede that it was important to
attack Germany in North Africa—as opposed to delaying the
fight until America was better prepared to wage the much big-
ger fight on the continent—because President Roosevelt needed
to be seen as doing something for external political reasons.
Many business leaders today can appreciate the conflict
Marshall must have felt as he struggled to juggle both military
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and political issues. It is comparable to saying shareholders,
employees, and a commitment to long-term growth all come
first. Clearly, trade-offs have to be made. It’s a juggling act,
and the trick is to keep the smaller balls (e.g., shareholders
and employees) in the air while never taking an eye off long-
term growth. For in the end, if long-term growth isn’t achieved,
neither the shareholders, the employees, nor the business

itself will prosper.

“If we can make a plan for unified command now, it will solve nine-
tentbs of our troubles.” Marshall offered this quote when the allies
needed to act as a single unit. His underlining motivation was a
strong desire to get all the allies focused on the most strategic
goal—defeating Germany. The same thinking prompted him to
reorganize the War Department during the early part of World
War II and reduce the number of people who reported directly
to him from sixty to six. Marshall understood that organizational
change was often essential if the institution wanted to focus on
priorities.

When Dick Brown became the CEO of Electronic Data
Systems (EDS) in 1999 (a position he held until 2003), he
found that there were more than forty strategic business units
organized across a variety of different fields. He successfully
reorganized the units into four distinct lines of business and
freed himself up to concentrate on strategic issues, such as
improving communication within the company, developing a
compensation system that rewarded performers, and focusing
his energies on whichever line of business he felt required

his time.*
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The Way to Go

A week before George Marshall accepted the position of secre-
tary of defense in 1950, General Douglas MacArthur imple-
mented a bold and daring amphibious landing at the port of
Inchon, near Seoul, South Korea. The surprise attack literally
turned the tide of the Korean War, and American and South
Korean forces rushed across the thirty-eighth parallel to press
their advantage. Victory appeared within reach, but as the
United Nations forces approached the Yalu River (and the bor-
der with China), the Chinese counterattacked in force and
swiftly and dramatically changed the entire context of the war.

By late November 1950, MacArthur was warning that the
United States was facing “an entirely new war” and advocated a
massive counterattack into China. President Truman and George
Marshall felt such an act might bring the Soviet Union into the
fight—something they strongly wished to avoid. As a result, the
Truman administration began to pursue a strategy that focused
on achieving a cease-fire.

MacArthur disagreed with the approach and made public
statements to that effect. In December, Truman ordered
MacArthur to desist from making any further public statements
without first clearing them with Washington.

The tension between Truman and MacArthur continued to
simmer in the early months of 1951 undl, in early April, a
prominent Republican leader read a letter from MacArthur crit-
icizing Truman’s approach to the war.

The president asked Marshall for his advice on how to han-
dle the situation. After much deliberation, Marshall concluded
that MacArthur should be relieved of his duty.
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Marshall understood that there was more at issue than a sim-
ple case of disobedience. The first was that MacArthur was suf-
fering from “localitis.” As Omar Bradley later said during a
hearing into MacArthur’s dismissal, his strategy of attacking
China would have gotten America “into the wrong war, at the
wrong place, at the wrong time, and with the wrong enemy.” In
essence, Marshall realized that MacArthur couldn’t comprehend
the big picture and didn’t fully appreciate how Europe and,
specifically, the growing threat from the Soviet Union, factored
into America’s strategic interests.

Even more important than this fact, in Marshall’s mind, how-
ever, was the simple fact that MacArthur was guilty of insubor-
dination. In a democracy, the military—and its leaders—must be
subservient to its civilian leaders. It was not a principle that
could be bent to fit the whims of a particular personality—no
matter how popular that figure may be. The reason, as Marshall
well understood, was because in a democracy, civilian leadership
is charged with considering all sides of an issue—political, eco-
nomic, and military—and then focusing the nation’s attention,
resources, and energy toward a set of policies designed to
achieve a strategic vision.

At the time, Time magazine wrote, “Never has a less popular
figure fired a more popular one.” Yet Truman (who ultimately
made and took responsibility for the decision) realized, like
Marshall, that focusing on what is truly important isn’t always
popular—but it is necessary for ensuring the integrity and long-
term success of any organization.
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THE TROOPS

The Principle of Caring

The combat soldier never bad a better or more understanding friend

than George C. Marshall.
—General Matthew Ridgway

We will take care of the troops first, last, and all of the time.
—George C. Marshall
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In 1940, Marshall, in his quest to rid the U.S. Army Officer
Corps of “poor fish,” fired a number of National Guard gen-
erals who owed their positions more to political patronage than
military skill. One particular general refused to accept the harsh
verdict and lobbied his home state’s entire congressional dele-
gation to force Marshall to reconsider his decision. Marshall
refused and informed the congressmen that if pressed, he would
resign. “I’ll put it this way, gentlemen,” he went to say, “I don’t
understand your position because I should think your con-
stituents should be your principal interest—and here it seems to
me that you are only considering one constituent and ignoring
all [your] other constituents who are members of the division. I
am concerned with them . . .”!

Later that evening, after the politicians backed down, one of
the senators recounted the story for his wife. She then reminded
her husband that their own son was in the division and she, for
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one, was thrilled that Marshall was looking out for their son’s
best interests as opposed to the general’s. Marshall’s willingness
to protect and support his troops first lies at the heart of
Marshall’s ninth leadership principle—the principle of caring.

A History of Caring for the Troops

In 1904, Marshall was stationed in Fort Reno—then just part of
the territory of Oklahoma. The area surrounding the military base
was in awful condition. Homes were rundown, unpainted, and
bug-infested, and the neighborhood yards were unkempt and
filled with litter. Marshall set about rectifying the situation imme-
diately because he could see the negative effect it was having on
morale. (In fact, Marshall would later claim that a good officer
could instantly assess the morale of the soldiers at any given post
merely by looking at the condition of the surrounding facilities.)
In this instance, he was hampered by a lack of funds, but he
refused to let that stop him. One day an army wife approached
him with a request that he do something to fix her kitchen.
Marshall replied that he would help her on the condition that she
first “fix up her yard.” The woman eagerly consented.

A few weeks later, impressed at what she had accomplished,
Marshall ordered that the necessary supplies be found and the
woman’s kitchen painted. Soon, the other neighborhood women
began asking for similar treatment, and within a matter of a
week the entire base underwent a marked physical transforma-
tion and, along with it, a noticeable improvement in morale.

Later, while serving in Arkansas, Marshall again demon-
strated his concern for his troops—only this time he directed his
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attention to their children. Shortly before Christinas, Marshall
learned that no festivities were planned. On his own initiative,
he began collecting money from the other officers. Then he
convinced local merchants to donate gifts and secured the serv-
ices of Santa Claus to organize a Christmas party. He even put
the army prisoners to work fixing up the gymnasium where the
party would be held.

The event was a huge success, and afterward a man speaking
on behalf all the prisoners thanked Marshall for everything he had
done for the children and their families. The party was, he added,
the first Christmas that most of the prisoners had ever had, so he
told Marshall that if there was ever anything the prisoners could
do to help him in the future, all he needed to do was ask.

Marshall always felt that wars would be won by the side that
convinced their soldiers to “do the impossible.” But before they
could rise to that level, he believed that the troops had to know
their officers always had their best interests at heart. In small
ways and in out-of-the-way commands—either by painting
their houses or throwing holiday parties—Marshall demon-
strated that concern.

At Fort Benning, during the Depression, Marshall instituted
a policy of providing the enlisted men—whose wages hovered
near subsistence level—the opportunity to buy a hot meal for
their families for a dime. When he was with the Fifteenth
Regiment in China, he arranged weekly sporting competitions,
built skating rinks, arranged hunts, and even organized theatri-
cal productions.? During his time overseeing civilians members
of the Civilian Conservation Corps (CCC), Marshall employed
dentists to fix their teeth and engaged tutors and teachers to help
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them learn to read and write. He even wrote letters of recom-
mendations on their behalf to help them gain employment in the
private sector after they had completed their duty.

And when he became the army’s top-ranking officer in 1939,
Marshall signaled how much he valued morale by making the
Office of the Army Morale its own special branch and recruiting
one of America’ leading CEOs at the time, Frederick Osborn, to
run the department. Shortly into his term, he even traveled to a
small southern military town to assess the situation of his troops.
Wearing only civilian clothes, Marshall walked around the town
and was distressed at what he found. Soldiers had to wait for hours
to get a warmed-over meal, and often there were no planned
recreational activities. Because there were no organized events to
raise the morale and address the social needs of the soldiers, he
recognized it was only a matter of time before there was serious
trouble. So, when he returned to Washington, Marshall took the
first step toward organizing what would later become known as
the United Services Organization—or the USO.

Upon entry into war, Marshall continued his commitment to
the USO by ensuring that many of the day’s top entertainers,
including Bob Hope, Bing Crosby, Fred Astaire, Marlene Dietrich,
and Dinah Shore, participated in the organization. He also sent
Irving Berlin’s “This Is the Army” show all over the world.

First, Last, and All the Time
On a daily basis, throughout the war, Marshall made it a point
to read a summary of soldiers’ complaints and respond to a min-

imum of six letters every day. He created roving “ambassadors”
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to visit the troops and learn of—and rectify—problems. As a
result of his efforts, recreational facilities were set up and shoes
and uniforms were modified for comfort. Once, upon learning
that a request for extra blankets had gone unaddressed, Marshall
was furious and called in the members of the quartermaster
staff. When offered an explanation, Marshall exploded, saying,
“I want the matter resolved now.” He concluded his short lec-
ture by saying, “We are going to take care of the troops first,
last, and all the time.”?

An equally famous story has Marshall admonishing his sup-
ply staff after learning during one of his many inspections that
some of the troops in the field were short of uniforms. When he
pressed his staff, Marshall was shown lists proving that their
warehouses were stacked. Unimpressed with mere paperwork,
he ordered the department to act as though it was a mail-order
company trying to dispose of surplus stock. To make sure his
point was not lost, he announced to everyone within earshot, “I
am interested in the soldier having his pants!”

He was passionate about these things because, as he once said,
“Our soldiers must be keenly conscious that the full strength of
our nation is behind them . . . we [must] never forget for a
moment that the soldier has been compelled to leave his family,
to give up his business, and to hazard his life in our service.”

And Marshall acted on this belief. After meeting a survivor
of the Bataan Death March of 1942, he ordered his personal
plane to transport the man around the country so he could be
reunited with his extended family. When he learned that the
first group of army WAC nurses sent to North Africa in 1942
had lost all of their personal belongings when their ship was
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torpedoed, he obtained replacement clothing for them—at his
own personal expense.

After the war, Marshall continued to demonstrate uncom-
mon compassion for his troops. He accepted the presidency of
the Red Cross, in part, because of his concern for the well-being
of the hundreds of thousands of troops who were still in need of
help because of the physical and mental wounds they suffered
during the war.

Even in his retirement, Marshall could not help but look
after the morale and welfare of his troops and their families. A
soldier once wrote him at his retirement cottage in Pinehurst,
North Carolina, and explained that he had been unfairly sta-
tioned in Japan instead of near his wife—as he was promised
when he agreed to reenlist. Marshall, on his own initiative,
investigated the matter and then took the time to drive to visit
the soldier’s wife and explain the situation. Eight days later,
the man was reunited with his wife and family. Marshall was
true to his word—he had taken care of his troops first, last, and
all the time.

Listening, Rewarding, and Doing the Little Things

Not long after the Second World War began, Marshall was
approached by the famous pollster Elmer Roper, who convinced
him of the need to use modern polling to determine the likes
and dislikes of the soldiers. Marshall readily agreed. He did so
not because of a need or a desire to be popular—as many of
today’s political leaders use the polling technique—but rather

because he was convinced that citizen-soldiers with grievances
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that went unaddressed later became civilian opponents of the
army. Moreover, as Forrest Pogue wrote, Marshall’s willingness
to listen to the complaints of the newest recruit and correct
them “was the essence of democracy” and that “was what the
fighting was all about.”*

Once Marshall was making an inspection of Fort Knox and
as he worked his way through the first few rows of soldiers, he
stopped and spoke with one soldier. He was later asked why he
stopped and Marshall replied, “I caught the man’s eye and I
knew something was wrong. I wanted to find out what.” It took
him a few minutes to get at the heart of the matter, but eventu-
ally Marshall learned that the draft board had made a serious
mistake in drafting the man. He was overage, in poor physical
condition, and had a large family to support.’ By the end of the
day, because of Marshall’s intervention, the man was discharged
and sent back to his family.

After the war, Marshall elaborated on his alleged soft treat-
ment of his troops. “As to coddling the soldiers, I was responsi-
ble for as much of that abroad as anybody because I felt we had
to do everything we could to make the men feel that we had the
highest solicitude for their condition. . . . They were being taken
from home; they were being taken away from [work] and their
wives and families . . . I was for supplying everything we could
and then requiring him to fight to the death when the time
came. You had to put these two things together,” he added,
because “[i]f it were all solicitude, then you had no army. But you
couldn’t be severe in your demands unless [the soldier] was con-
vinced that you were doing everything you could to make mat-

ters well for him....”
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And Marshall did almost everything humanly possible to
make matters well. He reorganized the army’s post exchange
service and ordered that in combat zones no exchanges be
allowed to open on supply bases until the front lines had first
received similar service. He worked hard to ensure the troops
were supplied with Hershey Bars, Coca-Cola, and cigarettes
and, to the extent possible, that they had turkey, cranberries, and
dressing on Thanksgiving and Christmas.

“Many of our people forget the importance of little things to
morale,” Marshall once said, and he vowed when he “got to the
top that . . . things would be set up quickly along this line, since
the men think if there is candy up forward, things can’t be so bad.”

Marshall’s career is filled with stories of him doing hundreds
of the small things that, when viewed in aggregate, paint a very
flattering picture of a caring and compassionate man. While
commander of the Fifth Brigade, Third Division, in Washing-
ton State, Marshall was once approached by a sergeant on
behalf of a soldier whose son was suffering from polio. The ser-
geant asked him if he would write a letter so the boy might gain
admittance to the Shiners’ Hospital. Marshall refused the
request, but before the stunned sergeant could protest, Marshall
replied that he was going to personally go up to the hospital to
rectify the matter.®

On another occasion, Marshall learned that a young army
officer was trying to get transferred to Hawaii so he could marry
a nurse in Pearl Harbor. Unwilling to transfer the man, Marshall
did the next best thing and allowed the officer to accompany
some classified material that he knew needed to be transported
to Pearl Harbor.
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Even at the end of the war, Marshall, in a moment of poetic
justice, continued to demonstrate that he never forgot the plight
of the common soldier. In early November 1945, Henry Stimson
officially resigned as secretary of war. Marshall traveled to Andrews
Air Force Base to send him off. The day was unusually hot and a
group of senior military officers—all generals and admirals—were
standing at attention on the hot tarmac. An aide suggested that
they be allowed to stand at ease and come in out of the sun.
Marshall just smiled and said, “Those officers have kept more Gls
waiting in the sun than you and I can count, and it’s about time
they found out what it’s like. By golly, let them wait.” And they
did, until Marshall finally ordered them to stand at ease.

But Marshall did more than just do the little things. He also
made it a priority to reward and recognize people if they had
served admirably or performed above and beyond the call of
duty. “Men can stand almost anything if their works receive pub-
lic acknowledgment,” he once said. That is why he lobbied
President Franklin Roosevelt for the creation of the Bronze Star
Medal (“for heroic and meritorious achievement or service . . .
against an enemy of the United States”). Marshall also believed
in rewarding people quickly, declaring that “[d]ecorations and
service ribbons are of real value to the war effort only if
promptly bestowed.” On numerous occasions Marshall ordered
citations drafted immediately for individual commanders or
units that displayed meritorious service in combat and then had
their names released to the press so they could receive public
recognition as well. The paperwork would follow later.

In the case of awarding Douglas MacArthur the Medal of
Honor, Marshall even took the lead in writing the citation
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himself. One of the reasons he cited to Secretary of War
Stimson in requesting the award was the “constructive morale
value” the medal would have—not only on MacArthur’s troops
(then under siege in the Philippines) but on the American pub-
lic, which, at the time, was still reeling from Pearl Harbor and
the series of setbacks the United States suffered in the immedi-
ate weeks and months following the surprise attack.

Marshall did not limit himself to ribbons and rewards. He
continuously fought for higher pay for enlisted personnel. As
early as the 1930s, when Congress passed a 15 percent reduc-
tion in pay to junior officers, Marshall “prepared a spirited
protest” in which he demonstrated that junior officers were
making less money in 1932 than 'they had in 1908. Although he
was unsuccessful in getting Congress to reconsider the issue,
years later, when he had the ear of President Roosevelt and was
in a better position to do something about it, Marshall con-
vinced the president and Congress to provide an additional five
dollars monthly pay for each serviceman who earned Expert
Infantryman Badge and another five dollars for those earning
the Combat Infantryman Badge.

Listening, doing the small things, and rewarding people—
all of these actions are central to the leadership principle of car-
ing. Yet the depth of Marshall’s commitment to his troops can
be found in the simple fact that he never forgot them. Every
Christmas, he would send a note to the commander and men
in each and every isolated outpost where American troops were
stationed. It is a testament to his dedication to his troops that
even with his extraordinary responsibilities for managing a
global war, he never forgot about the men and women fighting
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and dying in such remote places as the Aleutians, the Pribilof
Islands, the Himalaya Mountains, and Ascension Island. His
letters demonstrated that he recognized their sacrifices and
was ever cognizant of the contributions his troops were pro-
viding to victory.

Marshall’s real concern for his troops can, however, best be
seen in how he handled the most difficult and painful aspect of
his job. Early in the war, he made it a point to write a personal
note to the parents of every man killed in action. But as the casu-
alties mounted and the burden became too time-consuming,
Marshall still made time for cases where a family lost two or

more sons. One such note read:

I have just learned that your twin sons Carl and
Clarence were killed . . . . Please accept my deep
sympathies in your overwhelming loss. While few
American families have been completely spared
from the tragic consequences of this terrible strug-
gle, you have been called upon for a much greater
sacrifice than most and I pray that you will find the
faith and strength to endure your loss.

Marshall knew from experience what he was talking about
because his own stepson, Allen, was killed by a German sniper
while fighting in Italy.

Understanding the pain of such losses was one of the rea-
sons why Marshall always presented the casualty reports to
President Roosevelt in vivid, color graphics. He did not want

his commander-in-chief to become immune to the loss of his
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troops. He knew that behind every statistic was a real person
with a real family, and Marshall was not going to allow himself,
his president, or the country to ever forget that fact.

Lessons: In His Own Words

“Morale is primarily a function of command.” George Marshall
issued this comment upon hearing from a general that the
morale of his troops was low. As secretary of state, Marshall also
once told his staff: “Gentlemen, it is my experience [that] an
enlisted man may have a morale problem. An officer is expected
to take care of his own morale.”® The two statements were his
way of saying that the issue of morale cannot be delegated. It
starts at the top and if there is a problem, that is the first place
a good leader must go to address the issue.

It has been said that “leaders lead.” In the case of morale, this
is particularly true. If there is a problem, the leader is the one
responsible for fixing it. In 1998, Marilyn Carlson Nelson
became the CEO of Carlson Companies, a multibillion-dollar,
privately held hospitality and services company located in
Minnetonka, Minnesota. During a meeting with some MBA stu-
dents who had been studying the company’s corporate culture,
she was astounded to learn that the internal impression of her
company was that it was “a sweatshop that doesn’t care.”

Nelson immediately went into action and created “Carlson
Cares,” a program designed to change the company’s culture.
Long-time executives at the company urged Nelson to go slow.
She refused to take that approach. By interacting with her
employees on a daily basis and establishing another program
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called “Creating a Great Place for Great People to Work,”
Nelson was able to change the culture. In 2002, her company
was named by Fortunme magazine as one of the “100 Best

Companies to Work For” in America.’

“We are going to take care of the troops first, last, and all the time.”
At the end of the day, Marshall understood that it was not going
to be him, his generals, or even the officer corps who were going
to win the war; it was going to be the troops on the battlefield.
And for them to do their best, they had to know their leaders
always had their best interest at heart. Therefore, he made it an
absolute priority to take care of his troops.

It is almost a cliché for executives to say that “employees are
our most important asset.” Unfortunately, reality doesn’t always
match the rhetoric. James Nicholson, President and CEO of
PVS Chemicals, for one, has found a way to move beyond rhet-
oric. He has made the safety of his employees his number-one
priority. He personally teaches classes on safety and rewards
behavior that improves safety in a number of ways—including
the distribution of monetary gifts. His actions back up his
claims.'? Bill George, the former CEO of Medtronic, backed up
his rhetoric when he openly expressed to his shareholders that
his employees’ best interests came before their interests. He
understood what numerous studies have demonstrated—
employees who are happy and feel respected are more produc-
tive and, in turn, make their corporations more profitable.

A classic example of taking care of troops is offered by Ann
Hambly, managing director at Prudential Asset Resources.

One of her workers once had a family emergency and needed
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to fly home. At the time, the employee couldn’t afford the
flight, so Hambly purchased the ticket for him. Her example
recalls the story of Marshall buying replacement clothing for
the WAC nurses who lost their belongings when their ship was
sunk.!! In neither case did the act represent a huge financial
sacrifice; what mattered was that the leader had actively

demonstrated their concern.

“When we are tired, cold, and bungry, at the end of the day it is the
leader who puts aside his personal discomfort to look to the needs of
his soldiers.” Marshall’s second tour of duty took him to Fort
Reno where, among his other responsibilities, he was charged
with surveying a large portion of Texas badlands. It was brutal
work and required Marshall and his team to endure tempera-
tures as hot as 130 degrees. During one particularly difficult
stretch, the team began to run dangerously low on water. They
instituted a policy of rationing, but it wasn’t enough; it was
apparent that their water would run out unless drastic action
was taken. As the leader, Marshall instinctively went without
water for the final fifty miles in order that his men wouldn’t
have to suffer thirst. It was a small act in the middle of
nowhere, but it vividly displayed that Marshall’s first concern
was for his troops—not himself.!?

A modern parallel can be found in the small business owner
who, during the early days of starting the business and getting
it up and running, forgoes a paycheck while ensuring that her
employees get theirs. In fact, that is just what Vicki Henry, CEO
of Feedback Plus, a small marketing research firm, did during

her first few years when money was extremely tight.
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“I am interested in the soldier having bis pants.” Marshall made this
remark after learning that his troops did not have the proper
uniforms. Through this comment, Marshall was acknowledging
that the soldier’s uniform was a constant presence. As such, its
look and feel could serve as a positive reminder of the army’s
treatment and respect for the average soldier, or (if neglected) it
could serve as a negative reminder. This same thinking led
Marshall, at every post where he ever served, to improve the
physical presence. He understood that morale, like pride, has a
strong material element. The daily work condition of a company
or organization often is a direct reflection on how that company
cares for its employees. For instance, if a building is not kept
clean or if the parking lot lighting is not maintained, it is only
natural that the employees will feel undervalued.

Vera Katz, the mayor of Portland, Oregon, annually sends
10,000 surveys to the citizens of Portland. She asks for ratings
on public transportation, the police department, the water
bureau, and environmental services. She also seeks more basic
information, such as whether the citizens think the streets are
clean and safe and whether the quality of the city’s parks is being
maintained. Katz then benchmarks the results against other
cities and shares the results with Portland’s residents in a vari-
ety of different ways—including hosting a television program to

go over the findings."?

“Take road trips with no visible signs of rank [to] find out . . . what con-
ditions actually are, and take proper steps for the correction of defects.”
Marshall always made it a priority to travel and listen to his troops’

concerns, as well as their suggestions for improvement. Then,
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to demonstrate his commitment, he made it a policy to address
at least one of their concerns either by the time he left the post
or, if it required more extensive action, no less than a few days
after returning to Washington.

David Novak, the chairman and CEO of YUM! Brands, Inc.,
(which owns KFC, Pizza Hut, and Taco Bell), makes it a point
to listen to his employees. In fact, he attributes his success to
going out to the front lines and meeting with the salespeople,
the people in the warehouses, and the production teams on a
regular basis.'* David Neeleman, CEO of JetBlue Airways, does
the same thing when he stays after a flight and helps the crew
clean the plane. He uses the time not only to get to know his
employees better, but he also listens to find out what is wrong
and what is going right with his company’ operations. He then
takes corrective action to fix the former and reward the latter.

Lou Smith, president and CEO of the Ewing Marion Kauff-
man Foundation, has publicly stated that listening is the key to his
organization’s success. In fact, five times a year Smith convenes a
group of thirty to fifty associates solely to listen to their ideas, sug-
gestions, and anything else they may want to talk about.®

Larry Bossidy, former chairman and CEO of Honeywell, has
said that such actions convey to employees that the CEO “cares
enough about my business to come and review it.” It also raises
the dignity of employees by acknowledging their work.

“The men think if there is candy up forward, things can’t be so bad.”
Marshall made it a point to make sure his troops had as many
creature comforts as possible. For instance, he did not have to

make it a priority that his troops had Hershey Bars, Coca-Cola,
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and cigarettes, but he did. In a larger sense, this statement,
coupled with his actions, captures Marshall’s willingness to do
the little things.

Today’s leaders can do any number of small things that are
well within their purview: They can provide their employees
with free coffee and purified water. They can improve the office
space by having music, plants, better lighting, and parking on
the premises. They can also do some more significant things,
too, such as offering on-site day care, flex time, and job sharing.
And while all executives must use their own best judgment to
determine which “creature comforts” make sense, from both a
morale and a business perspective, they should not minimize the
importance of doing at least a few of the little things. Often an
increase in morale leads directly to increased productivity,
which, in turn, more than offsets the minimal price of the perk.

For instance, Genencor International, a biotech company
located in Palo Alto, California, has gone to extraordinary
lengths to take care of its employees. In 1996, company leaders
took the unusual step of allowing employees to have a say in the
design of their new building. Their input led to the labs having
more natural light sources as well as the construction of a “main
street” where employees can congregate, collaborate, and inter-
act throughout the day. Genencor also regularly polls its
employees about which benefits they enjoy and which new ben-
efits they would like to see offered. Among the more innovative
perks are cars for employees who must rely on public transporta-
tion (to use to run errands during the day), and on-site photo
processing, dry cleaning, and dental services. The company even

offers emergency child-care services.
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Genencor estimates that the cost of these services is approx-
imately $700 per employee. However, when one considers the
company’s annual turnover rate is less than 4 percent (compared
with a national average of 18.5 percent), and the cost of recruit-
ing and training a new employee is $75,000, then these services
make economic sense. Furthermore, Genencor employees gen-
erate $60,000 more revenue per employee than its largest com-
petitor, so the benefits are even more clear.!®

“Decorations and service ribbons are of real value . . . only if promptly
bestowed.” Marshall believed that rewards were useless unless
they were bestowed quickly. To do otherwise simply lowered
morale because it caused people to feel underappreciated and
hurt unit effectiveness by making it less likely that a person
would give 100 percent to future tasks.

Nancy Hutson is the senior vice president of global research
and development at Pfizer. The drug industry is notorious for its
high-risk, low-success-rate approach to finding a new drug.
Often scientists can spend an entire career without discovering a
lifesaving or life-enhancing drug. In such an environment, it is
difficult to keep people motivated. Hutson has tackled the issue,
in part, by rewarding small victories. If a researcher publishes a
paper or if a lab gets a positive result, she is quick to acknowl-
edge the good news throughout the organization. Such small vic-
tories, she says, help her team deal more effectively with the
reality that a “big victory” may not be just around the corner."”

Other examples of quick recognition include Hewlett-
Packard’s “Golden Banana” award, Walt Disney’s “Spirit of
Fred” award, and Maritz Performance Improvement Company’s
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“Thanks a Bunch” program. In each case, the award itself—be
it a Golden Banana or a bunch of flowers—is small. What mat-

ters is that it is given with sincerity and bestowed promptly.'®

The Way to Go

At a speech at Trinity College in Hartford, Connecticut, in June
of 1941, shortly before the outbreak of war, Marshall said that
while it is true that war was fought with the “physical weapons
of flame and steel,” they did not achieve victory. Instead, he
declared, “It is morale that wins the victory. It is steadfastness
and courage and hope. It is confidence and zeal and loyalty. It is
élan, esprit de corps, and determination.”

As this chapter has demonstrated, Marshall’s entire life spoke
to this belief. One story, in particular, however, stands out. It
occurred in the middle of the First World War.

A young captain, who was the commander of a machine-gun
battalion, had just participated in a vicious battle. The captain’s
company had expended more than 100,000 rounds of ammunition
and four of his guns had been destroyed by artillery fire. When
the battle was over, his company was relieved and ordered to
return to the rear area. Upon returning, however, the captain
learned that his unit was being recalled to the front. Angry over
the change in orders—which was made worse because another
machine-gun company that hadn’t seen any fighting was allowed
to stay—he demanded to see the general. Instead, he encountered
Colonel Marshall. In a calm voice, Marshall described the impor-
tance of holding the region and explained that he had personally

selected the officer’s company because of its extraordinary skill.
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The captain later reflected that an “officer of a different type”
would have reacted curtly to his belligerent tone and simply
ordered him out of his office and up to the front. The captain
instead left the meeting “with a feeling of added pride in my out-
fit. . . [tJhe morale of the officers and men was restored and we
went into fighting that night a better unit than we had ever been
before.”!® And it was all because Marshall acknowledged the
man, listened to his complaint, and then took the time to explain
the situation and describe why the man’s unit was best equipped
to help accomplish the mission. '

Marshall often said that “wars are won by the side that
accomplishes the impossible” and that “[tlhe army with the
higher breaking point wins.” Throughout his career he was able
to raise his troops’ “breaking point” and get them “to do the
impossible” by focusing on morale. And he succeeded by doing
the little things, rewarding people quickly, communicating with
them, and, above all else, caring about them as individuals—peo-

ple who were working toward the same goals he was.
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[T]he noblest Roman of them all.
—Winston Churchill (quoting Shakespeare),

reflecting on George Marshall

American democracy is the stuff Marshall is made of . . . be is Civis

Americanus.
—Time magazine, in naming George C. Marshall

“Man of the Year” in 1943

The truly great leader overcomes all difficulties.
—George C. Marshall
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Ty emember this,” Marshall once told a class of officer can-

didate graduates, “the truly great leader overcomes all dif-
ficulties, and campaigns and battles are nothing but a series of
difficulties to be overcome. The lack of equipment, the lack of
food, the lack of this or that are only excuses; the real leader dis-
plays his qualities in his triumphs over adversity, however great
it may be.”

By war’s end, George Marshall epitomized his own definition
of a great leader. He overcame every difficulty, persevered
through every campaign and battle, and delivered only resules—
never excuses.

Upon his retirement from the army, President Truman said of
him, “In a war unparalleled in magnitude and horror, millions of
Americans gave their country outstanding service. General
George C. Marshall gave it victory.” His British counterparts sent
him a cable that read in part: “[Y]our unfailing wisdom, high prin-
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ciples, and breadth of view have commanded the deepest respect
and admiration of us all. Always you have honored us by your
frankness, charmed us by your courtesy, and inspired us by your
singleness of purpose and your devotion to our common cause.”
The cable concluded with a short poem written more than
two hundred years earlier by Alexander Pope. It spoke directly
to many of Marshall’s key leadership principles—candor, action,
integrity, and selflessness: ‘

.. .[F]riend to truth! of soul sincere,
In action faithful, and in honor clear;
Who broke no promise, serv’d no private end,
Who gain’d no title, and who lost no friend.

Sdll, after receiving these glowing tributes, Marshall recog-
nized his job was not done. He realized that it was not enough
to win the war; he had to help win the peace. He therefore
accepted President Truman’s offer to continue to serve his coun-
try—and the world—as a statesman of peace and focused his
considerable talents and energies on nurturing the conditions
under which peace and prosperity could flourish.

On December 10, 1953, his work at long last complete, he
traveled to Oslo, Norway to accept the Nobel Peace Prize for
“the most constructive, peaceful work we have seen in this cen-
tury”—the Marshall Plan.

For all of his accomplishments, Marshall’s extraordinary
legacy remains largely unknown to most Americans. In his
Smithsonian article “George C. Marshall: The Last Great
American?” Lance Morrow cited a quote from Tzo Te Ching that,
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I believe, captures the essence of why this is: “The master
doesn’t talk, he acts; when his work is done, the people say,
‘Amazing: We did it all by ourselves.”

And while Marshall would never say—nor am I suggesting—
that he alone was responsible for the Allied victory in World War
11, or for achieving the lasting peace that the Marshall Plan helped
create, he did accomplish a great deal, and he did it quietly.

For it was George Marshall who built an enduring organiza-
tion—the U.S. Army—that has helped preserve a general peace
for the past six-and-a-half decades. It was George Marshall who
trained a generation of leaders, including Dwight D. Eisenhower,
the future president of the United States, and two future secre-
taries of state, Dean Acheson and Dean Rusk, who continued his
work. And it was George Marshall who established a model and
a framework—with the Marshall Plan and the creation of
NATO—for achieving a lasting peace.

He did all of this—and so much more—by adhering to nine
distinct leadership principles:

* Doing the Right Thing: The Principle of Integrity

* Mastering the Situation: The Principle of Action

* Serving the Greater Good: The Principle of Selflessness
* Speaking Your Mind: The Principle of Candor

* Laying the Groundwork: The Principle of Preparation

* Sharing Knowledge: The Principle of Learning and
Teaching
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* Choosing and Rewarding the Right People: The

Principle of Fairness
* Focusing on the Big Picture: The Principle of Vision

* Supporting the Troops: The Principle of Caring

After Marshall retired, General Walter Bedell Smith wrote
him a letter that read, in part:

I doubt if you ever could realize the deep and sin-
cere affection you inspired, particularly in those of
us who had the good fortune to serve directly under
you. I wish that I could be like you. I never can, of
course, because I have a bad temper, and get irrita-
ble over small things, but I have tried very hard to

be, and will continue to do so, as long as I live.

It is a wonderful passage because it still holds true. Very few
people will ever “be like” George Catlett Marshall. But, like
Bedell Smith, we shouldn’t stop trying “very hard” to emulate
him. At the beginning of this book, I quoted Ralph Waldo
Emerson: “Great men exist that there may be greater men.” The
world will continue to need great men and women—in all walks
of life—and if we adhere to George Marshall’s nine leadership
principles we, too, can overcome all difficulties, triumph over
adversity, and make the world a better place for current and

future generations.
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