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FOREWORD


THE LEADERSHIP IMPERATIVE




By General Charles C. Krulak,


Thirty-first Commandant, U.S. Marine Corps








For two hundred and twenty-three years, the Marine Corps has performed two crucial and inextricably linked tasks for our nation: it makes Marines and wins battles. Indeed, the title Marine has become synonymous with victory. Todays Marine joins the select company of many generations of proud warriors. In once-obscure places like Belleau Wood, Iwo Jima, and Chosin Reservoir, Marines have proven their mettle time and again.


Marines have long recognized the unequivocal link between battlefield success and leadership. The Corps has therefore placed a premium on those qualities of character integral to effective and positive leadership and has strived to nurture them in all Marines. There is no higher compliment than to be called a leader of Marines. It is combat leadership that defines the Corps ethosits cherished core values of honor, courage, and commitment.


Despite its enviable legacy, the Corps has not rested. It cannot afford to. The challenges facing our country are too compelling to permit complacency, and the Corps has remained committed to its relentless pursuit of excellence in leadership.


The nations security challenges are changing at the blinding speed that characterizes the Information Age. The rapid diffusion of technology, rampant transnational threats, and the consequences of globalization have changed the strategic landscape and levied tremendous demands on the military. Urban areas, burdened by 70 percent of the worlds population and some of them incapable of providing essential infrastructure and support, are becoming the worlds flashpoints and the likely war zones of the future. In such an environment, chaos will often rule and our adversaries will multiply yet become less conspicuous.


Confounded by our conventional superiority, these often faceless enemies will resort to asymmetric methods to identify and exploit our vulnerabilities. The tragic bombings of the U.S. embassies in Nairobi and Dares Salaam dramatically illustrated the pervasiveness of such threats. Though it is impossible to gauge precisely the character of tomorrows security landscape, the evidence strongly suggests that it will grow increasingly hostile and perplexing. In the twenty-first century, America will rely more heavily than ever before on an agile force in readiness: a Corps of keenly trained, equipped, and organized Marines prepared to respond to an infinite array of contingencies spanning the entire spectrum of conflict.


In the past decade the strategic, operational, and tactical levels of war have begun to merge perceptibly. Consequently the actions of the individual Marine, the true tip of the spear, have assumed greater significance and can now have profound strategic implications. Contemporary crisis responses, such as Operation Restore Hope in Somalia, are exceedingly complex and often combine the disparate challenges of operations other than war with those of mid-intensity conflict. Modern crises therefore are infinitely challenging and amorphous and represent what the Corps has metaphorically described as the three-block warMarines may confront the entire gamut of tactical challenges within the narrow confines of three contiguous city blocks.


Operating far from the flagpole, without the direct supervision of senior leadership but under the unforgiving scrutiny of the media, our young Marines must be ingrained with the qualities of character necessary to permit effective, independent decisionmaking under extreme stress. As often as not, the truly difficult situations confronting them will not relate to traditional military concerns but will be moral quandaries whose resolution requires a high degree of maturity, discretion, and judgment. The outcome of any future operation, whether humanitarian assistance, peacekeeping, or traditional warfighting, will often rest at the lowest levelwith the rifleman or fire teamand with their ability to make the right moral decision. On the complex, asymmetrical battlefields of the twenty-first century, effective decentralized control and execution will be essential to mission success. Acknowledging this reality, the Corps has reinvigorated its efforts to develop in Marines the leadership skills needed to deal with the high-stakes challenges of the three-block war.


The process of building a Marine leader begins with building a Marine. Marines are forged, one hammer blow at a time, in a combat-proven process conceived to instill within the heart of each a burning appreciation for our core values. The rigor of recruit and officer candidate training is capable of transforming an American youth and preparing him or her for the challenges of service to country.


The hallmark of this fertile environment for personal and professional development is pervasive, clearly defined, and universally respected standards of conduct. These standards stress personal accountability, and our faithful adherence to them has distinguished the Corps for more than two centuries. Their influence is inescapable and shapes our every action. The product of this priceless admixture of quality people, rigorous training, and fairly enforced, traditional standards is exceptionally capable Marines of resolute character. The process plants within them the seed for lifelong growth. The Corps does not claim to create character within its members, but it builds on an existing foundation within a challenging atmosphere conducive to the fullest expression of the individuals native ability.


Leadership cannot be learned in the same manner in which competency is developed with a piece of equipment. There are no checklists, matrices, or shortcuts to effective leadership. It is truly a lifelong work in progress. The Corps has recognized that the qualities of individual character revealed in the crucible of entry-level training must be polished, strengthened, and sustained. A challenging yet supportive environment, conducive to the expression of initiative, tolerant of mistakes, and unsullied by any vestige of a zero-defects mentality, is essential for that purpose. Our method is surprisingly simple: Marines are thrust into such an arena and compelled to lead. They are given meaningful responsibility and a modicum of supervision, and they are held strictly accountable for their actions. The results of this most basic of approaches speak for themselves.


It is worth noting that in the Corps leadership is not the purview of an eliteit is the business of everyone. All Marines possess manifold obligations, extending both up and down the chain of command, to seniors and juniors alike. Every Marine is at heart a teacher and mentor, obliged to pass on his knowledge and the benefit of his experience to his subordinates. General John A. Lejeune, the thirteenth commandant of the Marine Corps, long ago captured the essence of the special bond between senior and junior when he likened it to the nature of the relation between father and son. Leaders at every level are expected to be deeply involved in the development of their subordinates and must firmly guide the growth of leadership within them.


Leadership, even within the military, is a social contract in the purest sense of the expression, predicated equally on the leaders desire to lead and on the consent of those led. It is grounded in the subordinates trust in the leader and the institution. The leader, therefore, must clearly demonstrate the true underpinning of his moral authorityhis unquestionable character. The subordinates faith in the leaders integrity must not be violated.


We must also consider why Marines lead. The answer is straightforward: they lead because they are obliged to do so. The unmistakable lesson of the past is that leadership is integral to success on the battlefield. As such, it is the most rewarding of privileges afforded them; leadership is simply a Marines raison dtre. Marines are ultimately judged by the quality of their leadership and by the quality of the leadership reflected in their subordinates. A complex phenomenon, nearly defying description, leadership is fundamentally a reflection of an individuals values, education, training, and experience. It is the precious amalgam of his or her lifelong efforts at personal and professional improvement. It is above all else a product of character.


David Freedman has described Marine Corps training as the best management training program in America. I believe, as does he, that our methods have applicability in the business world. Certainly there is a fundamental difference between military leadership and business management: the Corps endeavors to build leaders who are prepared to deal with life-and-death challenges. The Corps is also, however, building versatile leaders capable of handling all challenges, including that of managing in the traditional sense. Conversely the Corps has recognized the utility of certain business practices and has frequently turned to industry, commerce, and academia for insights. Clearly there is common ground between Marine leadership and business management.


In the following pages, Mr. Freedman accurately captures the essence of Marine Corps leadership and thoroughly describes our unique approach to leadership training. I am convinced that leadership is the common currency of the military, industry, government, and academia, and that versatile leaders of character are the linchpin of all successful enterprises.



Semper Fidelis,



General Charles C. Krulak

Thirty-first Commandant, U.S. Marine Corps
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INTRODUCTION




This is not a gentlemanly century; this is a century whose primary business is war.


ALBERT EINSTEIN








For many managers, business has become a nightmare of velocity and complexity. In the technology sector, companies leap into existence and steal significant market share from established companies in a matter of weeks. Twitches in a hyperactive stock market whisk high-flying financial services firms to the edge of bankruptcy. Movie studios rise or fall on their ability to manufacture a few days worth of good buzz. Pharmaceutical companies lose a million dollars each day a new drug is late to market and risk being beaten to the punch altogether by any of hundreds of tiny biotech firms. Automakers are under pressure to slash two or more years off the development cycle for new car models and to have the capacity to assemble cars from parts ordered a few days before. Broadcast networks are forced to scramble for alliances as their audiences are whittled away by a mushrooming array of cable networks and online services. And in every industry, better informed and more demanding customers are proving their willingness to switch their business at the blink of a Web banner to any company that can muster up a slight edge in price, service, selection, or quality.


The result: companies are desperate to be nimbler. Organizations that cant react quickly and effectively to the threats and opportunities popping up all around them are finding themselves out of the game.


One might suppose that the military, with its legendarily hierarchical command-and-control habits, would be the last place to look for nimbleness. No wonder: the Army, Navy, and Air Force have evolved over the past nine decades to fight world wars, in the expectation of having many months to plan and deploy and perhaps years to settle conflicts. When the media reported in April 1999 during the Kosovo bombing that the Army needed at least a month to ready a dozen or so Apache helicopters for action in the campaign, managers all over America must have been thinking that this sort of reaction time would never cut it in the business world.


These same managers might assume that the Marine Corps is the most hidebound military branch of all. Certainly the Marines have earned the publics deep respect as the nations toughest combat force. Even younger people unaware of the Marines astounding record of World War II victories in the hellish beach invasions of the Pacific islands generally recognize Marines as proud, well-trained, ferocious fighters. But Marines are also widely imagined to be rigid, almost mindlessly aggressive soldiers ready to hurl themselves straight at the enemy under the orders of abusive, blood-and-guts officers.


In fact, in spite of the boot camp images of snarling drill instructors and compliant, shaved-head recruits that are so deeply ingrained in the popular culture, the Marine Corps is one of the most open-minded, innovative, knowledge-oriented, and in some ways freewheeling organizations in the world. The Corps ability to react quickly and effectively in environments seething with complex, unpredictable, and fast-changing threats and opportunities would make the average Silicon Valley start-up seem hidebound. Its the Marines specialty. If they werent good at it, they would, at best, have been subsumed into the Army or, at worst, become casualties in large numbers.


The Marines are given Americas most challenging combat missions, including beach invasions and urban combat. In addition, the Corps has taken responsibility for tricky, often poorly defined non-war missions ranging from evacuating embassies to providing humanitarian aid under hostile conditions. In short, the Marines have specialized in operating under chaotic, fast-changing, high-intensity conditions that provide not only little way of knowing what the opposition is going to throw at you but perhaps no way of knowing exactly who the opposition is going to be. Reaction plans have to be drawn up and implemented on the spot, under fire, and with little margin for error.


All this will have a familiar ring to many managers. As an example of what businesses are up against, consider that a few years ago, according to the New York Times, companies in the computer industry had begun to operate under Netscape timea reference to the way Netscapes nimble business style had shrunk product life cycles in response to rapid fluctuations in the Internet software market. Months later Netscape itself was surprised by competitive maneuvers from Microsoft, couldnt respond quickly enough, and was soon in a tailspin from which it never recovered. Apparently Netscape time was too slow.


Everything about the Marinestheir culture, their organizational structure, their management style, their logistics, their decisionmaking processis geared toward high-speed, high-complexity environments. Its Darwinian: with no less than their survival as an institution and as individual human beings at stake, the Marines have had to examine, discard, redefine, refine, and rerefine their approaches to achieve the ultimate in rapid, effective response to dynamic challenges.


Can some of these approaches be transported to the business world? When we think of companies that have been run under by former military officers, the example that often springs to mind is EDS, founded by Ross Perot (who served in the Navy) and famous for its rigid, conservative style. But theres little that is Marine-like about EDS. Instead, think of Chrysler, which went from the edge of bankruptcy in 1989 to become the worlds most profitable carmaker, a transformation largely credited to a push by its president, Robert Lutza former Marineto develop a hot new line of innovative cars in unheard-of turnaround times. Another example is Federal Express, a virtual icon of business speed and effectiveness, founded and run by the former Marine Fred Smith. (Seen on a T-shirt at a Marine base: The U.S. Marines: When it absolutely, positively has to be destroyed overnight.)


Smith and Lutz brought many of the Marine management principles with them when they jumped to the business world. This book will familiarize managers who dont happen to be former Marines with the same principles.


I should point out that the set of principles that I identify are not explicitly taught by the Marines in their schools or quoted by them in training or publications. (Indeed, Marines rarely use the term management.) The principles represent my own take on what underlies Marine practices, based on more than one hundred interviews with Marines of all ranks and many days spent observing them in training and exercises. In other words, these principles are not necessarily what the Marines say they do but what they actually doand have been doing in some cases for decades and even centuries.


The Marine Corps management principles are built around simple truths about human nature and the uncertainties of dynamic environments. Obviously these are factors that can have a great impact on any organization. The difference is that the Marines have staked their lives on them. Thats pretty good motivation for getting it right.
















1. PLANNING AND DECISION-MAKING




Hope is not a course of action.


USMC COLONEL MICHAEL ONEAL








The airstream rips through the open bays of the CH-53 Superstallion, extorting a layer of tears through which to regard the crumpled-tin-foil ocean, burnished by cloud shadows, streaking by below. Conversation is impossible over the thunderous drone of the convenience-store-sized helicopter, and its beside the point anyway. Seated shoulder to shoulder in two facing rows are fifteen mostly young people in casually neat dress, as if on a trip to a museum, though that wouldnt explain the several duffel bags stuffed with assault rifles. The job in front of them is a delicate one: upon landing, they will have to thread their way to the U.S. embassy, without attracting the attention of unruly mobs or roving bands of thugs, and set up a communications center that will support the deployment of a few hundred of their colleagues.


At this moment many of those colleagues are just below decks from the helicopters departure point on the USS Tarawa. Some are trying on the black ski masks they will wear when they storm a terrorist weapons cache. Others are checking the mortars they will use, if necessary, to defend a food supply intended for the starving locals. Still others are going over the maps that will help them locate and rescue the pilot of a downed jet.


The Marines are coming.



Its only an exercisethese Marines are invading a portion of the vast tracts of Camp Pendleton just north of San Diego. But no one is taking the missions lightly. For one thing, many of them have been up half the night making plans and preparations because the mission orders didnt even arrive until late the previous evening. For another, this exercise will provide the challenges of a real mission down to the smallest detail, including the thudding of real bullets into the ground around them. They dont know what awaits them onshore, but they are confident that six hours of planning and preparing have left them better equipped to face whatever it is than most military units would be with six months to get ready. If past experience is any guide, they are right.


Altogether, these Marines will carry out twenty-seven missions during the exercise; each assignment is not only plausible but in fact similar to an actual assignment taken on by the Corps in recent years. The missions run the gamut from large-scale combat, surgical strikes, and police actions to search-and-destroy operations, evacuations, and humanitarian assistance.


Anyone who wants to get a sense of the extent to which Marines have injected extraordinary levels of velocity, flexibility, and competence into their management practices could hardly do better than to observe a pre-mission planning session. We observe such a session in this chapter, gaining along the way an orientation to the basic Marine operating environment and mindset.




The unlit cigar bobs and jerks in Colonel Thomas Moores mouth as he surveys the cramped and visibly rocking room. When he finally removes the cigar for a moment, the end is seen to have been ground to the flatness of cardboard. The fights on, he rumbles heartily. Howre yall doin? The responses, and Moores responses to the responses, vary from sounds that approximate a seal bark, a warthog growl, and a foghorn to, most frequently, the sound oo-rah. Apparently the meeting is in order.



We are in the bowels of the Tarawa, the evening before the helicopter journey. Many of the Marines theories on decentralization and decisionmaking are about to be put to the test. The players are the members of the Eleventh MEU, or Marine Expeditionary Unit, under Moores command. (MEU is pronounced, deceptively, the way a kitten would say it.) A MEU generally consists of about three ships worth of Marines, jets, helicopters, artillery, tanks, amphibious and ground vehicles, weapons, and supplies. All Marines consider themselves part of a rapid deployment force. But a MEU is yet another level of rapid response. They are floating invasion parties.


Three 2,000-person MEUs are constantly springing in and out of existence from the pool of Marines at Camp Pendleton, another three out of Camp Lejeune, and three more out of Okinawa. Of the three MEUs associated with each location, one is deployed at sea, one is preparing to relieve it, and one is being taken apart. Of the three MEUs that are deployed, one is ordinarily stationed in the West Pacific, one in the Mediterranean, and one in the Persian Gulf.


Typically the MEUs just float around for most of their six-month deployments while the Marines on board do their best to keep themselves occupiedthey dont have many duties, since the ships are run by the Navy, and there isnt enough room for training exercises. So they read, lift weights, and occasionally, as a treat, get to practice their riflery skills on deck. Its a little like prison, except for the riflery part. But the Marines also know that if theres a summons for help, they could be landing on a beach under a hail of machine-gun fire in a matter of hours. Because theyre typically the first ones to arrive at the scene of a military intervention, Marines in MEUs like to call themselves the pointy tip of the spear (though the term isnt exclusively reserved for MEUs).


Moores MEU is finishing the end of its training cycle. But before it is allowed to deploy to the Persian Gulf or elsewhere, it has to get through two days of evaluation exercises, during which it will carry out the twenty-seven missionsa seemingly overwhelming number of assignments. At any one time as many as four missions will be under way simultaneously. The goal is to make the exercises more demanding than anything these Marines are likely to see in a real crisis. The Marines know roughly what sorts of tasks the exercises will address, but they are clueless as to the exact missions, the order in which the missions will hit, and the obstacles that will be thrown at them.


The performance of the MEU, and by implication of Moore and his staff, will be evaluated by their counterparts from a sister MEU that has recently returned from deployment. These other officers know better than anyone what a well-trained MEU should be able to accomplish; whats more, observing Moores MEU, whether it succeeds or messes up, will provide a learning experience in its own right for these officers. (Moore and his staff will return the favor within a year.) The Marines call such exercises evolutions, with all of the words implication of inevitable, endless progress.


It is 8:00 P.M., and the first three mission orders have just been radioed to the Tarawa. One order calls for the Marines to set up a humanitarian aid operation in a poor country that has been devastated by floods, leading to starvation and disease. A second order calls for seizing a heavily guarded cache of weapons kept by terrorists, and a third directs them to recover a downed pilot. Each order is parceled out to a separate, quickly assembled crisis action team of about twelve people. Moore, who drops in on the teams by turn, is visiting the humanitarian assistance team. In less than an hour he will decide how that mission should be carried out.







FAST REACTION


All organizations face crises sooner or later. A competitor slashes prices in half; the firms biggest customer jumps ship; a key supplier goes off-line. But do businesses need to react with the sort of lightning speed that the Marines aim for?


Consider Coca-Cola, a company so large, so well established, and so fortified by income from what may be the worlds steadiest product that it might seem preposterous to suggest that it needs to worry about ultra-high-speed mission planning. Yet if Coca-Cola doesnt have fast-strike decision-making teams, it certainly wished it did in 1999 when word got out that a handful of consumers in Belgium had become violently ill from drinking allegedly contaminated Coke. Sales plummeted, and the company ultimately took a large hit to earningslargely because it didnt react quickly and effectively in the first days, and even hours, of the scare.


Interestingly, Coca-Cola has proven itself capable of moving extremely quickly in the realm of marketing. When Princess Diana died in a car accident in 1997, the company immediately pulled together focus groups to get a fix on the publics emotionsa need to mourn balanced by a need to celebrate life, as it turned outand then threw together a Coke ad campaign designed to be in sync with these feelings.








SPEEDING THE DECISION-MAKING PROCESS


Moore looks like Harrison Ford on steroids; his eyes bore in a way thats not unfriendly but seems to dare you to break eye contact, and even when hes grinning at you from fifteen feet away it still feels like hes in your face. Yet his presence appears to light up every Marine in sight. One lieutenant tells me that he had been thinking of leaving the Corps until he was assigned to Moore; now he says he doesnt mind the idea of making the ultimate sacrifice. It takes a moment for it to sink in that this young man has just said he admires his boss enough to die for him. (Such sentiments are not entirely unheard of in the business world: in 1998, when a manager at Applied Management Systems in Rockville, Maryland, lost kidney function, a subordinate offered to donate one of hers.)


Moores role is probably the most closely analogous in the Marines to that of a CEO. Marine generals are in some ways more like members of a companys board of directors, focusing on broader, long-term issues and leaving day-to-day management to the line executives. Moores authority in the MEU is absolute. I own everyone in this MEU, he says matter-of-factly. And they own me. But Moore seems more comfortable with his charges than most CEOs do with their employees. An observer unaware of Moores rank might easily mistake him for an early-middle-aged, unusually forceful and charismatic enlisted man as he strides through the Tarawas maze of narrow steel corridors, bellowing encouragement and mild jibes to almost everyone he encounters.


But here in the room, as he surveys the crisis action team, Moore suddenly scowls and announces the first order of business: figuring out why there are too damned many people in the room. Unlike most organizations, the Marines tend to inversely correlate the number of people on a task and the likelihood of the tasks successful completion. Whats more, the presence of every single body beyond the absolutely minimum number required means that some other job isnt getting done as quickly as it coulda key consideration when your organization is trying to accomplish more in two days than most companies would in two months. The only people who should be in the room are those who will play a role in executing the mission plan that is being decided on. (The Marines used to leave mission planning to a group of officers who specialized in it and who would hand the finished mission plans over to the executing officers. But that process, it was decided, not only was too time-consuming but left the Marines who carried out the missions with less background information to fall back on when the plans went awry.)


This evening the overpopulation problem is solved, albeit after a little good-natured grumbling, when Moore discovers that a writer and his Marine escort are sitting in as observers. Moore is further placated when hes told that the psychological operations specialista sort of director of propagandahas been purposely left out of the meeting because there isnt much need to persuade or frighten the local population when youre there to feed them. In fact an additional dozen or so officers are taking part in the meeting virtually: the meeting is being broadcast as a videoconference to similar rooms in the two other ships attached to the MEU.


Despite the fact that the team has been pared down to the bare minimum, no one in the group is indispensable to the process. There is enough redundancy in responsibility in the MEU that a substitute could stand in for any one of the officers at a moments notice. Even Moore could be replaced, by his executive officer. Not only does this policy prevent planning gaps, or even paralysis, when a contributor is taken out of the picture, but it also allows around-the-clock planning, with substitutes filling in whenever someone from the main team needs to rest. The officer appointed the battle-watch captain (normally a major, but in a MEU the term is applied regardless of rank) is responsible for coordinating the various hand-offs and overlaps between planning groups.


Whatever mission the Marines put together in response to this mission order, they have three hours to plan it and three hours to prepare for it. If theyre lucky, theyll get a few hours of sleep before they have to execute it. There is little wasted time. Since the group knew that sooner or later it would have a mission like this, it could have met earlier to plan at a more relaxed pace, then waited for the order to come in. But Marines dont like to plan too far ahead of time, or in the absence of clear orders: an unexpected twist to the orders or new developments in the situation onshore might make the earlier planning irrelevant. As Moore puts it: Plan early, plan twice. (There are always exceptions. Some flight missions, for example, need to be planned further ahead of time because of the complexities that can be involved in lining up air corridors.)


But even if speedy decision-making werent strictly necessary, Moore would demand it anyway. In environments where conditions can quickly flip and where the opposition can regroup and take the advantage in a heartbeat, the Marines consider indecisiveness a fatal flawworse than making a mediocre decision, because a mediocre decision, especially if swiftly rendered and executed, at least stands a chance. In planning missions, as well as in almost everything else, the point is constantly brought home to Marines that fast and bold is where its at. Driven by the notion that there is a cost to every minute spent mulling over decisions, the Marines have worked to push as much inefficiency as possible out of the mission-planning process. If your decision-making loop is more streamlined than your enemys, then you set the pace and course of the battle, says Major General John Admire, who commands an infantry division at Camp Pendleton.


The drawback to fast decisionmaking, of course, is that the decision may have to be rendered while information is still sketchy or not yet filtered and analyzed. This fact leads to a sort of organizational uncertainty principle: the faster your decision-making cycle, the less assurance you can have that youre making the best possible decision. If youre going to have a higher tempo than the enemy, you have to accept a higher degree of uncertainty, says one colonel, adding that there can be a benefit to the uncertainty: it leads to breaking challenges down into more manageable chunks. If you strive for low uncertainty, youll have a longer decision-making process that is more likely to be driven to big win-or-lose decisions, he explains. Small, frequent, rapid decisions will save you from having to come up with a big decision at the eleventh hour.


Still, making quick decisions in the face of incomplete, uncertain, or undigested information is not easy, and its especially discomfiting when you know that a mistake could cost you your own life and the lives of your colleagues. But Marines get used to it, says Moore. Everyone is always looking for perfect truth, but you never have it, he says. Even if you did have it, the other guy is up to something, so by the time you execute it your truth isnt perfect anymore.


For all these reasons, Marines speak of the 70 percent solution, by which they mean an imperfect decision whose saving grace is that it can be made right now.


PRINCIPLE #1: AIM FOR THE 70 PERCENT SOLUTION


By promoting the 70 percent solution, Marines do not advocate shoot-from-the-hip decision-making. Neither do they condone fast, foolish plans. But they do caution against waiting until all the angles are figured out. Instead, when time is of the essence, Marines act as soon as they have a plan with a good chance of working.







FAST VERSUS PERFECT


Former Marine Robert Lutzs signature strategy, first at Ford of Europe and then later at Chrysler, was a form of 70 percent solution: quickly pushing into production bold designs that garnered high praise along with a certain amount of harsh criticism. Fords imported Merkur in the late 1980s was one Lutz effort that didnt catch on with the market (though to this day it maintains an enthusiastic base of fans), but Chryslers Viper was a huge hit. The best example of an automotive 70 percent solution may turn out to be the new DaimlerChrysler PT Cruiser. Though Lutz left the company before its introduction, preproduction focus groups indicated that about 65 percent of those people who had strong reactions to the car loved it, and the rest hated it.


In contrast, consider Purple Moon, a much-hyped software game vendor that spent four years and millions of dollars researching young girls interests as part of a painfully slow effort to bring out what were supposed to be cant-miss products. Despite huge leaps in the market for software games oriented to girlsa 38 percent jump in 1998 alonethe products flopped, and the company ceased operations in 1999.








SITUATIONAL ESSENCE


Moore asks that the mission order as received from divisional command be thrown up on the video projection screen at the far end of the room. (The images are simultaneously transmitted to the video-conference attendees.) The projector is hooked up to a laptop on which the order and several other virtual slides have been prepared and loaded. A young Marine mans the keyboard, selecting the slides and creating new ones to reflect the meetings progress.


Moore asks for a statement of the orders essencethat is, for the order to be reworded in the clearest, most succinct, and most relevant terms possible. The group decides that the essence of the order is to provide food and medical aid to a starving and sick population.


One of the Marines greatest tools is simplicity: taking complex, confusing, or ambiguous situations and concepts and boiling them down to their essence. An essence may lose some of the subtleties, and it may even entirely ignore points that from the point of view of some observers would be important. But the key to an essence is that it portrays a situation or order in a way that is easily grasped and actionable. A simple examplewhen a Marine commander orders that communications be established, the unit doesnt have to wonder about what sort of communications the commander has in mind. To a Marine, establishing communications is shorthand for getting in touch with those units that can support us on our mission, or that we can support. Any other communications can wait. Obtaining or providing support thus becomes the essence of communications.


PRINCIPLE #2: FIND THE ESSENCE


Sometimes finding the essence of an order involves entertaining ideas that werent explicit in the original order. When Major General Emil Buck Bedard led his Marines into Somalia, he was given orders to restore normalcy to the cities. The
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