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AN unaerstanding of the operational military leadership
process and the proper applicatlon of It are essgsential in
the Qevelopment ot soldier leaders and In the advancement of
tne military as an institution. This study consists of an
in-aepth interview with Major General Thomas G. Rhame,
Commander of the 1st Infantry Division at Fort Riley,
Kansas. and the follow-on acceptance for publication of two
leadership articles.

The interview centered on General Rhame s "lessons learned"
as he completes two thirds of his command tour and, more
importantliy, as his dlvision does final preparations for
depioyment to Operation Desgert Storm. The lnterview, lasting
over 5 hours and resulting In over 100 pages of comment and
self critique, was done for the Military History Institute
and is maintalned there as a part ¢f the Chief of Staff, US
Army, annuai "Division Command Lessons Learned Program
document.

As a follow-on, two leadership artlcles were developed and
accepted for publication. The first article, to be printed
in Engjneer magazine this summer, is entitled "Practical
Leadership --The 2080 Rule". Its thesis [is that decision
making should e reduced in time and energy to the point
where there is always a net gain over the resources expended
in the decision. The article discusses economic principles
and applies them to propose a practlcal rule of thumb called
the "z20-80 rule" -- for 20% of one’s decislion maklng effort,
one should expect a 80% completed result and that may be
gaod enough for most declslons. To obtain the last 20%. to
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FINE TUNING TO FAILURE

I guess it nas pothered me for some time pbut I never couid
acrually put my finger on {t. [ felt |t each time [ spent
too mucnh etfort on a particular decision or project and
missed doing something else I wanted to do or when I had to
wait while others aaded their “finishing touches" to what I
considered an already completed effort. [t was the time when
seemingly hour tong minutes ticked by whiie my boss "fined
tuned" a totally tuned issue. All I could think about was
"wny?" with my inner thoughts being "come on, all right,

aiready!'"

1 am now convinced that one does not have to dot every "i",
cross every “t," or prooft every word when it comes to dally
events. Decisions can be made without hercuiean data
coiiection efforts: decisions can have blemishes. The costs
are too high for an absolutely fail-proof, 100% on-target,
type of decision maklng process. The “get me ALL the facts
pefore [ decide" way of doing business is just not practical

ieadership.!




A FOCUS ON NET GAIN

-
<

Wwnicn tne end results are greater than the efforts expenaed.

racrical ieacership requires a decision making style in

I cai: 1t "20-80 leacgersnlp." It slmply means that for about
20% of your energy and resources, you should expect an 80%
completlion, and often that (8 close enough. To get that last
20% of accuracy. refinement and perfecticn, in other words,
to get within a zero defect, total confidence level, you
would have to commit enormous additional effort and
expenditure of resources. The last 20% may cost up to four

times more effort than did the first 80%!

I am totaily convinced that the 20,80 leadershlp rule is a
critical part of a successful leader. As a battalion
commander, [ would seek out the officer or NCO who, at the
expense of other pressing missions, was continuously working
on one [Ssue just to get that actlion perfect. [ would load
that [eader up wlith multiple demands until he flnally
realized that he had to "bring to ciosure" the one action in
order to "get me off his back" on the other actions. The
teaching point wag that he could accompllish far more in the
same amount of time just by making decisions at that 2080

mark .

wWhat [ am sayling |Is that pln polnt accuracy s not a normal




Jdec | 2lan preredqul 2l tel CATNSr, Ons SIrjves (o gl withln a
2ranqacda and then move on.< There is abundant truth to the
agage that "an 80% solution is far better than a 100%

1cea’. Sure, (f time permits, one goes pack and fine tunes.
put @o not count on it. Do it to standard with z20% of your
etfort tne tirst time arounc. The object (8 to get within
that "pand of excellence”3, not to an absolute certainty
mark. A more realistic mark in the corporate world is to pe
A jittie better than the competition: in the military, it 1s
to have tne edge over your ehemy. to accomplish the mission
and then move on. Implied is that one must not overdo it and
nence, miss other waiting missions. The 20/80 rule telis you
nNow to increase the number of successful decisions within a

aiven amount of time.

Now, '20/80" does not mean accepting a half-right,
half-wrong (in other words, half-baked) solution. Rather, it
is a mindset of not spending a lifetime on one action at tne
expense of other actions. If you do encounter the "must be
100% pertect", zero defect, mission, [ would recommend that
you relook .t with a critical eye. In most cases, relooking
and cecdeflining the lssue [Into more basic terms will get you
pack within the 20%/80% boundaries for a forward moving
decision. Likewise, "20/80" does not mean a lack of

attention to detail. It is not a free ticket for sSloppiness.




BNGCTowt2, Aand exoules tor ftallucre, The concentration of

errort owiInin A sSnorter amount of time encourages a greater,

~ct 3 esser. amount of attention to detail.

‘2 BU o sSnculid ce taken in the spirit of its intent, rather
tnan its exact percentages. The number combination is basea
an my experiences and obsgervations over tne jast t enty
Yyears anda 18 seccndarv to thz goal of obtalnlng the greatest
aumper of acceptaplie results wlth!n a cliven time. Could
15%-85%. 30% 70% or 50%/50% be more accurate ratics?
Pernaps. put if such a question is an issue, then ] wouid
say that you missed the point. In fact, one could make a
case tnhat thls question just lllustrates how gquickiy we can

cecome poggaed down on side 138sues.

There (s a point where you sStop, make [t happen and then
move on. That point, a polnt pbeyond which the leader s
efforts in terms of his limited resources, most importantily
<ime. become more costly than the incremental advantage
gained, 1s where one must sStop. General Edwin H.Burba Jr..
past commander of the 7th Light Infantry Divislion ana now
commander of United States Forces Command, (s clear in hils
opinlon that a leader should not get so caught up in a
aecision that he finds himself myoplically frozen on that one
issue. The leader should gather sufficient assets within his

control to accomplish his task and then move on.4 General




Buriza 12 Taising tThe 20.80 rul® found (n practlcal

Leagesznlp. 'Gn Tt Srek pertiectlon: rather, put tn wnat neeas
*oome puLt oo to get the organlzation moving. The return on
pertectior s extra effort [Ss golng to pe far more expensive

tpan the octentiai gains.

THE ECONOMICS OF IT ALL

THE LAW OF DIMINISHING RETURNS. The corporate worid
wnaerstands incremental va.ue. [T 18 an expectaticn that the
return on an investment will pe greater than the costs
nvoived., It Is alsoc an idea defined in economics as the
"Law of Diminishing Returns'S and is key to an
understanding of practical leadership. In a "user friendly"

exampie, it can pe illustrated through the d.scu3sion of a

wet towel. The first wring of the towel easlly ylelas water,
the second wring provides less and so on and so forth. The
enerqgy expenaed, the cost, as we squeeze harder than before
increases, while the amount of water quickly lesscns. Soon
it pecomes unegrofitable to continue: the cost is greater
tran the gain. The application of that law in decision
maxing |8 seen as you "flne tune" an issue over time. You
Wwiil spend an increasingly greater amount of effort for

those 1ast drops of perfection.




TIME VALUE. Time 1!s a precious resource whlch lncreasiraly
cevex: 3 |18 value a3 we use [t up.6 The 20-80 rule
recnanizes tne importance of time as the leader s most
criTical resource. The more ne fine tunes an issue or tries
tO gather 3aaitional information. the more time he consumes.
Jecision making must take place within the limits of the
time avaliiable. The more time you usSe trylng to wring out
tnat wet towel, the less time there |s for making upcn other
gecisions. Diminishing returns, coupled with the
consumption of time, underscore the need for practical

reagership In decislon making.

OPPORTUNITY COSTS. A follow-on economic principle which
comes to bear in practical leadership is that of
"opportunity costs."7 There is a cost to every decision ana
*hat cost 18 feit In the opportunities you forgo In dolng
otner things pecause you are focused on something eise. It
1S ailrectly connected to the 20/80 rule. If you do more than
is neecded. you will exceed the 20% effort and begin to
experience increasing diminishing returns. You will have
increased your overall costs because there are more and more
opportunities you can not do as long as you are lnvolved in

the (nltlal declslon mak!ing process,




A Yo TOrdgue Yyourseit Trying to perfect 3 osrtaln decl=lon,
you consume additional time, money and effort which can not
e recovered. Opportunities to do other things, to

maxe otner qecligions, to use your resources in other ways,

Qi s3appear. Time marches on and, although you may have made a

Py

completely correct decision, you may have lost in the long
run pecause of the inappropiate amount of effort focused on
that one action. Economically speaking, the 20/80 rule is

key to practical leadership.

There are other costs, too, lurking in the shadows if you
should "hedge vyour bet* and hold out for additional
information pbefore making a decision. First, you will
quickly deplete those resources of time, initiative and
momentum. Additionally, you will start to loss the clarity
of overall focus for a want of more detalls on one [ssue,.
Because of that, any concurrent actions will come intc risk
and the propabllity of making uninformed new decisions will
have Increased. The overrriding fear of fallure is sometimes

shown in these decisinon making delays.8

WHEN THE EXCEPTION IS THE RULE

One of the essentlial things in following through with the

20-80 rule of leadership is that one needs to know when to




usSe [t and when not to use it. There are decisions and
toillow-on actions which require exacting precision and
overriae the costs we have mentioned. Precision, which
demands extcaordlinary levels of exactness and success, (S an
expens,;ve pcoposltlion. But, laser surgery, sSpace shuttle
tliants and safety igsues, to mentlon but a few, are worth

the extra effort.

if I were an astronaut, the 20/80 rule would not the best
approach: it would not pe a comforting feeling for me as [
sat on top of a NASA rocket |n [ts countdown phase. Nor
woula [ feel comtortable getting ready for open heart triple
pypass iaser surgery based on the 20,80 rule. Likewlse,
strategic, long range, decisions made by leaders and
impacting upon multiple naticons and future generations
agemand near fail-safe considerations. However, despite these
excéptions, the vast majority of decisions will fall within

the 20,80 rule.

BOTTOM LINE

Combining the economic principles of opportunity costs, time
value and diminishing returns with basic leadership traits

provide us with a simple prescription to successful decision




Mar.ng, Caried tne "20-80 cule,” the process encapsuiates
practical leacership focused on meeting less than absolute
stancards ot performance while maintaining realistic
momentum, It 19 a handy rule of thumb whlch emphaslzes the
lgea ¢t "in stride" net galns {n declslon making. In short,

it 18 practical leaqership!

end
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CAN YOU HEAR ME, LIEUTENANT®?

The Army War College has provided me with too much time to
think about Operation Desert Storm. I wish I were there
instead of on the side lines. Sure, [ want to be there with
"my team", but there is anothecr reason. I trained many of
those combat engineers: they were my responsibility and now
they are there and I am here. I want to “check them out one'
more time: doupble check the gear, the plans and conduct a
quick rehearsal. To sit down with the junior leaders and
have them brief back to me all we have discussed over the
years: to sit down with the newest of the leaders and go
over essential leadership traits. I want to talk with each
of the warriors; most of all, I need to share my thoughts
with the platoon leader. But the best I can do now ls to

send them a note. Can you hear me, Lleutenant?

"Why should I read this?" That is a legitimate question.
Your time is very valuable. You have a whole platoon of
challenges awaiting. You have things to do, places to go and

people to gsee. As a lleutenant In the Unlted States Army you

12




Nave heen tralhed ang teated repeatedly: now [ts time to
take charge. TYou are right, but [ stlll ask you to read

Tnese wWoOrds ang capture the spirit contalned within them.

But, to your qu:sstion, "Why?" First, what I have to say
concerns soldiers and you are the caretaker of these sons
and daughters of America. It is the most awesome of
responsibilities; far greater than anything you have done
oetare. Hear my words sc you will do better than I. A young
atticer came up to a great saoldler and asked that proven
warrior how he pecame such a great leader. The general
looked at the soldier and replied, "That is easy, two words
sum it all -- “right decisions’." The soldier though about
that and then asked, “How do you make right decisions?" The
leader replled, "Easy, one word sums it up quite nicely

---experience’." The young soldier thought about that and

then asked, "But how does one get that type of experlence?"

The general smiled and said, “Two words -- ‘wrong
decisions ." [ will tell you, though, that there {s not
enough time for you to personally experience it all. If you

are to pbe the leader we expect of you, then the experience,
the "wrong decisions" the general was talking about, must
come from others as well as yourself. Listen and learn from

my mistakes and experlences.

13




The atner reason wny you should reac

Ll

on 12 mare pragmatla,
The Army 12 apout to bedgln a major "pulld down.' The
ma-ority of RCTC cadets, even those wlth scholarshlips, will
not ne aliowed to enter actlve sgervice., Many voung of lcers
presentivy on active duty with positive mission

accompl ishments to their credit, will be asked to leave. The
cut iine petween who stays and who goes, will be tough.! [t
pays tc listen and learn from someone who experienced four

such troop reductions.

I would like to talk with you about what [ expect from you
as an officer, platoon leader and fellow soldier. What I am
apout to tell vyou are simple words of advice from a soldier
who has taken a number of wrong turns, had some great luck,

encountered all kinds of bosses, and learned from others.

There are ten soldier traits you must internalize. They must
ne a part of your being, each and every day. You are apbout
to enter into a profession like no other calling. You will
be given the responsibility of protecting our nation, and,
on a daily basis, the well beling of a priceless team of

young warrlors.

1. SOLDIER CONCERN ~-- Your soldlers are your 24 hours a day

responsibillty. This is not an 8 to 5 job: it Is a

14




calling {n the purest of senses: total commitment to your

men and women and thelr tamilles (9 your purpose.

2. SUSTAINMENT -- The "areen machine" {3 not a perpetual
one: 1t 12 fieeting in (ta vision and strength. You must
constantly work at sustaining the excellence of your
soldiers and their equipment: keeping it all together and
focused for the long haul. Sustainment means dedication and

sel flessness, each and every day.

3. FITNESS -- Physicai, mental and moral strength is what I
am taikling apbout. You, your body, mind and splrit will be
asked to perform when your senses tell you to drop out, to
quit. You must have the physical strength to go the extra
miie, the moral fiber to maintain thez battle vision and the
mental clarity and agility to put [t all together, day and
night: not only for vourself, but for the soldiers whom you
lead. "Hanglng tough" |s what [ expect of you, and it all
starts with a physically flt body. If you don’t have [t now,
Yyou probably won”t have it later, and it 1s that later time
vyou will be asked to do the near impossible. If you don’t
have what it takes now, I can‘t risk waiting too much longer

for you to obtain that special gpirit.

4., TRAINING -- It Is a mindset. When Juma Ikangaa of

Tanzania. the great marathon runner, was asked about his

15
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War!da record Inotne New York Marathon he =satda, "The wil] to

win {s notning without the will to train." Soloflex
Carporation polnte ltoon thelr T-shirta -- "No Paln, No
Galn, ' You mu2t 1lve, eat and preath a tralning experlernce
mentaility. All you do must be training related: the focus
must pe =c, tor wnen we are called, the nation expects us ¢t
pe trained. There will no longer be a time to train, but to
execute.

S. SAFETY -- Goes hand-in-glove with trainlng. All actions

tnvolving your soldlers must consider safety. It is the
essence of true soldier concern. You must understand and
practice risk analysis which leads to the reduction of the
innerent dangers found within realistic training. Do nct

assume anything when it comes to safety.

6. SOLDIER RECOGNITION AND RETENTION -- Are essential
within our calling. We must always be in tune with our
soidlers and recognize them for thelr actions -- both the
good and the bad. A hand written note performs miracles. It
snows that you really do care by walkling the extra dlstance
of a "thanks" or a "get with it," not only to the soldier,
put to the spouse or parents. Give them the self-worth and
feedback they deserve and seek. That leads to soldier

retention. Retention is your duty and it starts on day one

16
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when you welcome the troop into the unit. We reciruit the
inaiviaual. pbut we retain the soldier and his family.

Pememper that'!

7. RESPONSIBILITY, AUTHORITY AND ACCOUNTABILITY -~ It Is,
in leadersnip terms, the "powering down" to the lowest leve]
wnich can successtully accompllish the mission. If (ts a
squaa s job, then give the torch to the squaa leader. You
power down to the mission, giving that soldier the
responsibility and authority to do it;: don't forget the
third part of this tenet -- accountability. Make sure that
everycne knows that with powering down comes accountability

for one s actlons.

8. PROFESSIONAL DEVELOPMENT -- I8 expected of you from the
get go. You are in the profession of arms and must maintain
proficiency and competency in your calling. This does not
mean that you immediately enroll in night classes for an
MBA: rather, [t means you focus In on your milltary growth

and the growth of your soldlers.

9. BATTLE FOCUS -- It is critlical that you understand and
maintain a clear and present battle focus in all you do.
Successful deterrence comes from a persistent, full-court
press type of battlefield awareness. That is hard to do. [t

means that you understand what this calllng Ils about, you

17




Nave Taken your 0ath Serlouliy and, no MATler what evierna

mpact upon You, you wlll xeep yoursel$ and your
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sciciers locked-in on target, every single aay.

10. Flnally, there is LEADERSHIP -- Leaders are made. not
corn: they are developed through themselves and others.2
"Operation Desert Storm" will be seen as a success or a
taltiure depenaing on the actions of the front line, troop
ilevei., leaders. Proper leadership isS Qone in three phases --
you listen. learn and then lead. Listen. learn ana lead --
in that order. Change it arounad and you have a mess. You
must iisten pefore you can learn and you must learn before
you can lead. “Leaders follow" i3 a simple, yet complex. old
saying. [t means that leaders follow-up, follow-througn. and
foliow the lead. When [ came into the Army, "manager’ was a
pad word. The Army only had leaders, not managers. Of
course, that was one of the major problems with the Army
since, in reality, each officer must be both a manager and a
leader. A manager focusSes on sustainment; he is concernedq
witn the efficient running of the organization. The leaader,
though, is more focused on the forward movement of the
organ!zation: he is8 concerned with misslon accompllshment.

Leadership, true leadership, demands both.3

These ten tenets are your foundations. Each one critical in

18




trse -5 put al. can pe collied up for you, the professiona;
2o ales, nto theee pasic tra'ts -- CARING, STANDARDS, ana
READINESS.

when .t comes to caring there are three guestions one must
ask oneseit apout each of his sclders: “Who 13 he?, How s
ne?, and Where (s ne?" Caring |s not pbelng scft: (t8 peling
tirm. The first soldier to die auring "Cperation Just Cause’
was one of mine. A areat soldier who [ cared for very much,
put mayce not enough. The Panama cricis was deveioping when
tnis soldier asked for time off. We were totally wrapped up
in getting the division and ourselves ready for anything and
noc one was ajiiowed to go on leave, but we said “yes" to this
fi.e scidier. Then "Just Cause" started ana our initial

mission was to outload the divislon, and we feorgot about tne

)]

olaler: we gtopped carling for him for a tew days. The flir3t

scidier toD die was shot with a .357 magnum to the head: the

cuilet entered and never exited h.3 skull. They say it was a
iover s quarrel. It happened just outside our post. Caring
1 a full time misslion for each of us.

‘Who ts he?" -- nhls background, desires, needs, loved ones.

More than just a name, he (s a soldier you have been
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EnTrLATEd TO Train, lead and care tor, It 12 oa 2imple

Learon oulo tarcleg an enormous resgpongigctillity In o its

now 1S ne’ -- nis feelings, emotions, nis nealth, fitness
-- physica., moral and mental: and his family as a part of
nlm. Hdow IS he now, today, not iast week or last month when
YOou SAt down with him or quizzed him in passing. "How is
ne?’ |3 a thermostat type of question, requiring constant

cneTxind on the part of the jeader.

Ar.gd tnen tnere (s the question of "Where is he?" --not just
nis physical presence. but his mental whereabouts, his
SuT!ooKk, as weltl as his educational -- military and civil--
croticiency. Where does he stand In his life goals ana
expectations?: has he placed himself in a "no win' box as
many ycung people do? -- you are the leader; care for that

soliaiec.

[t Is important to ask these three gquestions about each of
your so!diers. Soldiers make up the fighting team and it is
tne team that accomplishes the rission.4 If any soldier is
not focused on the mission has mentally crifted off, does
nct understand the job or i8 lncapable of performing it, the
whoie team (S placed at risk, Caring is why I kicked

solaiers out of the Army for taking drugs. Caring is why I
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ca:leq up parents: visitea sick children: dug deep into my

pocket: ang was a 'hiard ass” when we trainedq.

Lne Secona trart 'S that of standards. Without sStandards one
nas a mco. My tnouaghts are very simple and clear on this
point. Stangards must be stated, understood and enforced. No
oreaks. [f a sclidier, moreover a leader, walks by a
supstancard act and does not correct that act, that soldier,
Tnat teader. nas iowered Nls stancdards. It i1s very lmportant
to understand that standards apply to the individual and to

cthers at the same time.

My first unit assignment was that of First Platoon, B
Company. 10th Engineer Battalion, 3rc¢ Infantry Division, in
Baa Kissingen, Germany. My introduction was by way of the
company commander who wished me luck. It seemed my the
pratoon decided to quit. There had been an accident in which
a squad APC nad rolied over, klllling three soldlers. The
situation In which [ was not really one of a platoon sitting
gown, although that is exactly what was going on. Rather, it
was a case where the leadership had quit. They failed to
maintain standards. They failed to enforce safety and
agiscipline. The leadership In that company was substandard
and we now had a mob rule on our hands. We changed |t
through the relntroductlon of standards -- clear, falr, and

enforced at all levels.
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The atner part of 2andards Invalves competitlon, Positlve
competitioan, the striving to pe within that band of

svoe lence, mMeans campetling agalnst a standard and not one
anctner ., Jtandacdas, ke (it In goal setting or hard

competition. i3 the page line we all must operate rrom.

The tnira. and final, trait is that of readiness, total
compat readiness prought about through the inculcation of
3il ten pilatoon leader tenets and the two capstone traits.
Reaalness s what It s all about. As I explalin to solalers,
picture two guntighters going towards each other in the main
town calleda, "Earth.' When is the probability the highest,
the risk the greatest, that armed conflict wiill start
petween these two gunfighters? [t is when the bad guy
pelieves that he can beat the good guy -- when, in the mind
ot the aggressor it ls felt that the other person, natlon,
Army, or soldiers you lead, do not look |ike they are not
ready. When those soldiers are not physically nor mentally
capablie of hanglng in. When they are not prepared, show no
tocus nor cesire, or are simply not trained. The history of
our world containg numerous examples of the "“gunfighter

theory."

what. then, ensures peace for our Nation? It is the total
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readiness of our Army. Hlstory also tells us that peace
comes through strong deterrence. Your mission will be to

ensure tnat that strength, commitment. sSteel-]like moral

e

fiver and exacting warrior excellence are present.

Fe

o

alnes2, on a datly paslis, glves us peace. Have no doupt
that yYou and your scldiers are evaluated everyaday. It is no
accicent that there (s a Soviet satellite permanently over
the Naticnal Training Center: that tre Soviet embassy in DC
has more directional antennas than any other building in the
area, and that third world countries read more apout us than

we read apout ourseives and them.

Commitment to total readiness |s needed everyday, in
everything we do. It must pbe a positive type of vigilance
ana concentration, though -- a "Can Do* spirit. In 1978,
tight rope artist, Karl Wallenda, prepared for months to do
nis most difficult act.5 His whole life focused on walking
the tight rope across two buildings in downtown Sarn Juan,
ruerto Rico, Hls entlre focus was on not falllng. Management
Dooks now talk apout the “Wallenda Theory." You see. Karl
Walienaa fell to his death because he failed to have a
positive focus. Although he was great, his vision was
negative. Readiness must include a positive warrior spirit
which you instlill In your soldiers through confldence and

protlciency.6
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In clo2ing, [ urge you to da your pest, When a platoon

leager. pe a platoon leader, not a general, a staff whinnie,

‘T

an executlive., or a "rampbo."' Be a true leader of a platoon of
Amerlaa 2 finest protesglional peacemakers. Get totally
invelvea with the piatoon: focus on creating team oneness
without any superstars: superstars cost too much. Ingraln
the three concepts -- caring, standards and readiness --

into all you do. Focus on today: maintain that bold,

spirited. pattle vision.

There is a saving you should never forget as you start your

caiiing -- "home |s where the Army sends you." If you
pelieve that, |[f you feel at home wherever you are with your
soldiers: if you are home, then vyou will never be homesick
ang yecu will pe able to accompllish, any mission, on time ana

-—

on target.

The Army can be seen as a massive rock in front of your
path. You have the choice of decidirg what the rock will be
to you. [t is either a f.,ustrating blockage, preventing you
trom gett!ing to the other side, or 1t is a steppling stone.
allowing you, and your scoldlers, to move up: to move up to a
higher plain of accomp!lishments, satisfaction and service to

your Nation. Carry on, warcior!

end
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